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The problem. Aga ins t  t h e  background of t r a n s f o r m a t i o n a l  
l e a d e r s h i p  r e s e a r c h  i n d i c a t i n g  t h e  need f o r  s u p e r i n t e n d e n t s  
t o  reexamine t h e i r  l e a d e r s h i p  r o l e s ,  t h i s  s t u d y  d e s c r i b e s  
t h e  l e a d e r s h i p  roles supe r in t enden t s  c u r r e n t l y  pe r fo rm ,  what 
t h e y  b e l i e v e  i s  i m p o r t a n t  t o  t h e i r  job, and t h e  d i f f e r e n c e s  
i n  p e r c e p t i o n s  o f  l e a d e r s h i p  r o l e s  between men and women 
s u p e r i n t e n d e n t s .  
P rocedures .  Survey methodology ob t a ined  d a t a  from a  
q u e s t i o n n a i r e  s e n t  t o  101 female and 99 male, randomly 
s e l e c t e d ,  K - 1 2  p r a c t i c i n g  supe r in t enden t s  a c r o s s  t h e  n a t i o n .  
Responses from 37 males  and 20 females p rov ided  u s a b l e  d a t a  
f o r  d e s c r i p t i v e  a n a l y s e s  o f  super in tenden t  l e a d e r s h i p  r o l e s .  
Fur thermore ,  t h e r e  w e r e  s i g n i f i c a n t  d i f f e r e n c e s  a t  t h e  .05  
and . O 1  l e v e l  of s i g n i f i c a n c e  between t h e  performance of  
manage r i a l ,  i n s t r u c t i o n a l  l e ade r sh ip ,  and t r a n s f o r m a t i o n a l  
l e a d e r s h i p  r o l e s  u s i n g  a  chi -square  t e s t  on 4 9 5  l e a d e r s h i p  
r o l e  d e s c r i p t i o n s .  
F i n d i n ~ s .  F ind ings  i n d i c a t e  t h a t  male and female  
s u p e r i n t e n d e n t s  i d e n t i f y  budqe t / f inance  and p u b l i c  r e l a t i o n s  
a s  most impor t an t  t o  t h e i r  job. However, females  a l s o  
d e s c r i b e  pe r fo rming  a  b roade r  a r r a y  of  l e a d e r s h i p  r o l e s  
r e f l e c t i v e  o f  t r a n s f o r m a t i o n a l  l e a d e r s h i p  t h a n  males who 
d e s c r i b e  pe r fo rming  manager ia l  r o l e s  more o f t e n  t h a n  
females .  Male and female  supe r in t enden t s  i d e n t i f y  an  
e f f e c t i v e  s u p e r i n t e n d e n t  as  a  t r a n s f o r m a t i o n a l  leader, b u t  
i n d i c a t e  t h a t  board  and community e x p e c t a t i o n s ,  t i m e ,  and 
paperwork p r even t  them from being a t r a n s f o r m a t i o n a l  
s u p e r i n t e n d e n t .  Respondents ,  however, d e s c r i b e  a need f o r  
p r o f e s s i o n a l  development r e l a t e d  t o  t r a n s f o r m a t i o n a l  
l e a d e r s h i p :  s t r a t e q i c  p lann inq ,  autonomy and i n t e r p e r s o n a l  
r e l a t i o n s h i p s ,  communication, consensus b u i l d i n q ,  
d e l e q a t i o n ,  and r i s k  t a k i n q ,  f u t u r i s t i c  t h i n k i n q .  
Conclus ion.  R e s u l t s  of  t h e  s tudy 'may h e l p  gu ide  
e d u c a t i o n a l  i n s t i t u t i o n s  t h a t  o f f e r  s u p e r i n t e n d e n t  
c e r t i f i c a t i o n  t o  d e v e l o p  t r a n s f o r m a t i o n a l  l e a d e r s h i p  
c u r r i c u l a  t h a t  w i l l  encourage  more e q u a l  gender  
r e p r e s e n t a t i o n  a t  t h e  super in tendency  l e v e l  by r e c o g n i z i n g  
femin ine  l e a d e r s h i p  s t y l e s  and focus ing  less on  t r a d i t i o n a l  
management a c t i v i t i e s .  
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C h a p t e r  1 
INTRODUCTION 
T h e o r e t i c a l  Formulation 
Educational l e a d e r s h i p  h a s  a t t r a c t e d  increased c r i t i c a l  
a t t e n t i o n  and s c r u t i n y  i n  r ecen t  yea r s .  A slow b u t  
observable change i s  occurr ing i n  t h e  leadersh ip  of l o c a l  
school d i s t r i c t s :  group-centered leadersh ip  i s  r ep lac ing  
h i e r a r c h i c a l  l eade r sh ip  (Dolan, 1994  ) . Site-based management 
teams of t eache r s ,  pa ren t s ,  and p r i n c i p a l s  a r e  making 
s t r a t e g i c  and ope ra t iona l  dec i s ions  regarding curriculum, 
budget, personnel s e l e c t i o n ,  and d a i l y  procedures t h a t  were 
once reserved f o r  top  admin i s t r a t ive  ranks. A s  i nc reas ing  
numbers of people have become involved i n  school a c t i v i t i e s  
a n d  decision-making, t h e i r  l eade r sh ip  s t a t u s  i s  being earned 
by t h e i r  ac t ions  r a t h e r  than t h e i r  o f f i c i a l  p o s i t i o n s  (Parks 
& B a r r e t t ,  1 9 9 4 ) .  
Although t h e  l i t e r a t u r e  is  r e p l e t e  with d e s c r i p t i o n s  of 
t h e  r o l e s  of t eache r s  and p r i n c i p a l s  i n  the  context  of t h i s  
new type of management, f e w  s tud ies  have de l inea ted  t h e  
r o l e s  of the super in tendent  i n  t h i s  leadersh ip  change. 
Sarbin ( 1 9 5 4  ) def ined  a management r o l e  a s  ''a pa t t e rned  
sequence of learned  a c t i o n s  o r  deeds performed by a  person 
i n  an  i n t e r a c t i o n  s i t u a t i o n "  ( p .  2 2 5 ) .  T rad i t iona l ly ,  t h e  
r o l e  of t h e  super in tendent  has been de f ined  as t h e  
implementer of p o l i c y  e s t a b l i s h e d  by t h e  board o f  education 
(Konnert  & Augenstein, 1 9 9 0 ) .  A s  t h e  boardf  s ch ie f  execut ive  
o f f i c e r ,  t h e  super in tendent  has  t y p i c a l l y  performed t h e  
fo l lowing  l e a d e r s h i p  a c t i v i t i e s  : budget ing,  f a c i l i t y  
p lanning ,  p u b l i c  r e l a t i o n s ,  and personne l  management. Within 
t h e  p a s t  decade,  however, a  new l e a d e r s h i p  r h e t o r i c  has  
emerged. New words have been added t o  t h e  l e a d e r s h i p  
l i t e r a t u r e :  co l l abo ra t ion ,  customers,  c u l t u r e ,  consensus, 
f a c i l i t a t i o n ,  v i s i o n ,  teamwork, involvement, p a r t i c i p a t i o n ,  
ownership,  s i t e -based  management, and s t r a t e g i c  planning.  
"Transformat ional  l eade r sh ip ,  " a term used  t o  desc r ibe  
t h i s  l e a d e r s h i p  theory ,  r e p r e s e n t s  a  more h o l i s t i c  approach 
t o  l e a d e r s h i p  and holds g r e a t  promise f o r  t r u e  It i n t e r a c t i o n  
s i t u a t i o n s  " w i t h i n  t h e  super intendency.  Transformat ional  
l e a d e r s h i p  a r i s e s  when l e a d e r s  a r e  more concerned about 
ga in ing  o v e r a l l  coopera t ion  and e n e r g e t i c  p a r t i c i p a t i o n  from 
o r g a n i z a t i o n  members whi le  t hey  perform t a s k s  t h a n  they  a r e  
i n  s imply  g e t t i n g  t a s k s  performed ( M i t c h e l l  & Tucker, 1 9 9 2 ) .  
Burns ( 1 9 7 8 ) ,  t h e  au thor  o f  t h e  seminal work about  
t r a n s f o r m a t i o n a l  l eade r sh ip ,  de f ined  t r a n s £  ormat iona l  
l e a d e r s h i p  a s  a  move from bu i ld ing  competence t o  one of 
b u i l d i n g  commitment; from c r e a t i n g  congenia l  work 
environments t o  c o l l e g i a l  ones ; from promoting i s o l a t e d  
decision-making t o  developing a n  environment o f  
c o l l a b o r a t i o n ;  and, from f o s t e r i n g  i n d i v i d u a l  c u l t u r e s  t o  
c r e a t i n g  c u l t u r e s  t h a t  va lue  a  sense of community. 
S ince  B u r n ' s  wr i t ings ,  a  number of t h e o r i s t s  have 
at tempted t o  descr ibe  t h e  r o l e s  a s soc ia t ed  wi th  
t r a n s f  ormational l eade r sh ip .  Bolman and Deal (1991) have 
r e f e r r e d  t o  the need f o r  leaders  t o  work s k i l l f u l l y  from 
p o l i t i c a l  and symbolic frames i n  understanding t h e  r o l e s ,  
r u l e s ,  and r e s p o n s i b i l i t i e s  of the o rgan iza t ion .  Leaders 
o p e r a t i n g  from a  p o l i t i c a l  frame a r e  advocates and 
n e g o t i a t o r s  who spend much of t h e i r  t i m e  networking, 
c r e a t i n g  c o a l i t i o n s ,  bu i ld ing  a  power base,  and n e g o t i a t i n g  
compromises . Leaders opera t ing  from t h e  symbolic frame "see  
a  c h a o t i c  world i n  which meaning and p r e d i c t a b i l i t y  a r e  
s o c i a l l y  constructed and f a c t s  are i n t e r p r e t a t i v e  r a t h e r  
than o b j e c t i v e "  (Bolman & Deal, 1 9 9 1 ,  p .  315) .  Symbolic 
l eade r s  pay d i l i g e n t  a t t e n t i o n  t o  myth, r i t u a l ,  ceremony, 
s t o r i e s ,  and o ther  symbolic forms. For example, l e a d e r s  
might a n o i n t  and c e l e b r a t e  indiv idual  and o r g a n i z a t i o n a l  
accomplishments through recogni t ion programs, e s t a b l i s h  
r i t u a l s  such as  board agendas, e s t a b l i s h  ceremonies, 
encourage s t o r y t e l l i n g  of t h e  pas t ,  and e s t a b l i s h  informal 
communication networks (Konnert & Augenstein, 1 9 9 0 ) .  
In another work desc r ib ing  t r ans f  ormational r o l e s ,  
Bennis and Nanus (1985) have d e t a i l e d  the fol lowing r o l e s  
common t o  t ransf  ormational leaders  : 
1. Management of a t t e n t i o n :  a  compel l ing v i s i o n  which 
br ings  o the r s  t o  a  p l ace  t h e y  have no t  been before;  
a  c l e a r  sense of outcomes, g o a l s ,  and d i r e c t i o n .  
2 .  Management of meaning : communicating t h e  v i s ion ;  
making dreams apparen t  t o  o t h e r s  and a l i g n i n g  
people with t h e s e  dreams. 
3 .  Management of t r u s t ,  constancy,  and focus .  
4 .  Management of s e l f :  knowing one ' s  s k i l l s  and 
deploying them e f f e c t i v e l y .  ( p .  1 7  ) 
Bass and Avolio (1994) have a l s o  recognized t h e  importance 
of pe r sona l  a f f e c t i v e  engagement when t h e y  d e s c r i b e  
t r a n s f o r m a t i o n a l  l eade r sh ip  a s  t h e  a c t  of mo t iva t ing  
s u b o r d i n a t e s  t o  do more t h a n  they  e v e r  expected t o  do by 
r a i s i n g  t h e i r  l e v e l  of awareness and consc iousness  about t h e  
importance and value of reach ing  des igna ted  outcomes. They 
i d e n t i f y  t h r e e  r o l e s  v i t a l  t o  t r ans fo rma t iona l  l eadersh ip :  
1. The l eade r  i n s t i l l s  p r ide ,  f a i t h ,  r e s p e c t ;  has  a  
g i f t  f o r  seeing what i s  r e a l l y  impor t an t ;  has a  
s ense  of mission e f f e c t i v e l y  a r t i c u l a t e d .  
2 .  The l eade r  d e l e g a t e s  p r o j e c t s  t o  s t i m u l a t e  and 
c r e a t e  l ea rn ing  exper iences ;  t r e a t s  each person 
w i t h  r e spec t  a s  a n  i n d i v i d u a l .  
3 .  The l eade r  p rov ides  i deas  which r e s u l t  i n  a  
r e th ink ing  of o l d  ways; t h e  l e a d e r  e n a b l e s  
fo l lowers  t o  look a t  problems from many angles  and 
t o  seek c r e a t i v e  s o l u t i o n s .  ( p .  7 4 )  
When t h e  r o l e s  of t r ans fo rma t iona l  l e a d e r s h i p  
d e l i n e a t e d  by Burns ( 1978 ) , Bolman and Deal ( 1991 ) , Konnert 
and  Augenstein ( 1 9 9 0 ) ,  Bennis and Nanus (1985) ,  and Bass and 
Avolio (1994)  t h a t  have been descr ibed  above a r e  s tud ied  a s  
a u n i t ,  t h e  s i m i l a r i t y  t h a t  t r ans f  o r n a t i o n a l  l e a d e r s h i p  
b e a r s  t o  t h e  feminine l e a d e r s h i p  p r i n c i p l e s  proposed by 
Helgesen (1990) i s  s t r i k i n g .  Helgesen (1990) has  suggested 
t h a t  t h e  " feminine  p r i n c i p l e s "  of l e a d e r s h i p  i n c l u d e  t h e  
f o l l o w i n g  a c t i o n s :  
Engaging i n  p r i n c i p l e s  of  c a r i n g ,  making i n t u i t i v e  
d e c i s i o n s ,  no t  g e t t i n g  hung u p  on h i e r a r c h y  o r  a l l  
t h o s e  d r e a d f u l l y  bor ing  bus iness - schoo l  management 
i d e a s ;  having a s e n s e  of work a s  b e i n g  p a r t  of your  
l i f e ,  not  s e p a r a t e  from it; p u t t i n g  y o u r  l a b o r  where 
y o u r  love  i s ;  r ecogn i z ing  t h e  bo t tom- l ine  shou ld  s t a y  
t he r e - - a t  t h e  bottom. (pp.  38-39)  
Leade r s  fo l lowing  feminine  p r i n c i p l e s  are n o t  s o l e l y  t a s k  
d r i v e n ,  b u t  more o f t e n  a r e  guided by what G i l l i g a n  ( 1 9 8 2 )  
h a s  d e s c r i b e d  a s  "an i n j u n c t i o n  t o  c a r e ,  a  r e s p o n s i b i l i t y  t o  
d i s c e r n  and a l l e v i a t e  t h e  'real and r e c o g n i z a b l e  t r o u b l e r  of 
t h i s  w o r l d v  ( p .  1 0 0 ) .  
I n  an e x t e n s i v e  review of l i t e r a t u r e  abou t  women i n  
s c h o o l  a d m i n i s t r a t i o n ,  Shakeshaf t  ( 1 9 8 7 )  ha s  d e s c r i b e d  t h e  
f e m i n i n e  s t y l e  o f  l e a d e r s h i p  by a s s e r t i n g  t h a t  female  
approaches  t o  l e a d e r s h i p  look l i k e  p r e s c r i p t i o n s  f o r  
a d m i n i s t r a t i v e  behav io r  i n  e f f e c t i v e  s c h o o l s .  Shakesha f t  
conc ludes :  
Women e n t e r  t e a c h i n g  wi th  c l e a r  e d u c a t i o n a l  g o a l s ,  
suppor ted  b y  a v a l u e  system t h a t  stresses s e r v i c e ,  
c a r i n g ,  and r e l a t i o n s h i p s .  Women a r e  focused  on 
i n s t r u c t i o n a l  and educa t iona l  i s s u e s  and have 
demonst ra ted  t h a t ,  when i n  charge ,  t h e y  a r e  l i k e l y  t o  
b u i l d  a  schoo l  community t h a t  s t r e s s e s  achievement 
w i t h i n  a  s u p p o r t i v e  atmosphere. Women's communication 
and decision-making s t y l e s  stress c o o p e r a t i o n  and h e l p  
to  f a c i l i t a t e  a  t r a n s l a t i o n  of t h e  e d u c a t i o n a l  v i s i o n s  
i n t o  a c t i o n s .  Women moni tor  and i n t e r v e n e  more t h a n  
men; t hey  e v a l u a t e  s t u d e n t  p rog re s s  more o f t e n ;  a n d ,  
t h e y  manage more o r d e r l y  s choo l s .  Women demons t ra te  t h e  
k i n d s  of behav ior  t h a t  promote achievement and l e a r n i n g  
a s  w e l l  a s  h igh  morale  and commitment by  s t a f f s .  
( P  200)  
S h a k e s h a f t ' s  conc lu s ions ,  t h e n ,  sugges t  a  l i n k  between 
f emin ine  l e a d e r s h i p  s t y l e  and t r a n s f o r m a t i o n a l  l e a d e r s h i p .  
However, f ew s t u d i e s  have examined s u p e r i n t e n d e n t  l e a d e r s h i p  
r o l e s  from a t r a n s f  o rmat iona l  l e a d e r s h i p  p e r s p e c t i v e .  The 
l i t e r a t u r e  r e v e a l s  even l e s s  abou t  d i f f e r e n c e s  i n  t h e  way 
p r a c t i c i n g  male and female supe r in t enden t s  p e r c e i v e  t h e  
l e a d e r s h i p  r o l e s  of  t h e  super in tendency .  H i s t o r i c a l l y ,  men 
have dominated t h e  f i e l d  of l e a d e r s h i p  t h e o r y  i n  which t h e y  
have been t h e  o b j e c t s  of s tudy  (Shakeshaf t ,  1 9 8 7 ) .  As a  
r e s u l t ,  t h e  r e s e a r c h  about  and r e s u l t i n g  d e f i n i t i o n s  of 
l e a d e r s h i p  t o  d a t e  have been c e n t e r e d  around male models of 
achievement ,  compe t i t i venes s ,  and i n d i v i d u a l  s u c c e s s  w h i l e  
f a i l i n g  t o  a d d r e s s  t h e  female models of c a r i n g ,  community 
b u i l d i n g ,  and  n u r t u r i n g  r e l a t i o n s h i p s  (Se rg iovann i ,  1 9  9 2  ) 
t h a t  a r e  a l s o  common t o  t r a n s f o r m a t i o n a l  l e a d e r s h i p  t h e o r y .  
S ta tement  o f  t h e  Problem 
Hoyle and Commission on S tandards  f o r  t h e  
Super in tendency  ( h e r e a f t e r  CSS) ( 1993 ) ,  commissioned by t h e  
American A s s o c i a t i o n  of School  Admin i s t r a t o r s  (AASA) t o  
update  performance s t a n d a r d s  o f  t h e  supe r in t endency ,  have  
s t a t e d  t h a t  t r a d i t i o n a l  management s t y l e s  which stress 
c o n t r o l ,  o r d e r ,  q u a l i t y ,  and e f f i c i e n c y  a r e  outmoded and 
i n e f f e c t i v e  (Hoyle  & CSS, 1993) .  S u p e r i n t e n d e n t s  who wish  t o  
l e a d  t h e i r  s c h o o l s  us ing  t r a n s f o r m a t i o n a l  l e a d e r s h i p  must 
l e a r n  new s k i l l s  and behaviors .  Hoyle and CSS ( 1 9 9 3 )  have 
suggested t h a t  t r a d i t i o n a l  ro l e s  which stress budgeting,  
f a c i l i t i e s  , and t r a n s p o r t a t i o n  be replaced with a  g r e a t e r  
emphasis on team bu i ld ing ,  shared leadersh ip ,  c o l l a b o r a t i o n ,  
and i n s t r u c t i o n a l  improvement. 
Although extens ive  s t u d i e s  have been conducted on t h e  
importance of t h e  superintendent a s  t h e  educat ional  l e a d e r  
(F rashe r  & Schoemaker, 1 9 8 2 ;  Hart, 1983; Konnert & 
Augenstein, 1 9 9 0 ;  National Commission on Excellence i n  
Education, 1 9 8 3  ) , researchers  have given l i t t l e  a t t e n t i o n  t o  
c l e a r l y  d e l i n e a t i n g  t h e  changing r o l e s  of t h e  super in tendent  
and t h e  o b s t a c l e s  she/he would face i f  he/she became a 
t r ans fo rmat iona l  l eade r .  Moreover, few s t u d i e s  have 
i n v e s t i g a t e d  t h e  r e l a t i o n s h i p  of gender t o  t h e  
t ransformat ional  l eade r sh ip  ro le s  of p r a c t i c i n g  
super in tendents .  
H i s t o r i c a l l y ,  women have faced b a r r i e r s  i n  a t t a i n i n g  
l eade r sh ip  p o s i t i o n s .  Over the  past  two decades a r a p i d  
i n c r e a s e  i n  i n t o l e r a n c e  of sex discr iminat ion has been 
manifested by l e g i s l a t i v e  and judic ia l  reforms. Act ions such 
a s  T i t l e  I X ,  a f f i r m a t i v e  ac t ion  programs, landmark j u d i c i a l  
d e c i s i o n s  regarding d iscr iminat ion ,  and government funding 
sought t o  equa l i ze  oppor tun i t i e s  f o r  women have r e s u l t e d .  
C lea r ly ,  t h e  United S t a t e s  Congress and the  f e d e r a l  and 
s t a t e  c o u r t s  have taken t h e  pos i t ion  t h a t  d i sc r imina t ion  on 
t h e  b a s i s  o f  s e x  was i n  v i o l a t i o n  o f  t h e  C o n s t i t u t i o n ' s  
F o u r t e e n t h  Amendment, w h i l e  T i t l e  IX s p e c i f i c a l l y  h a s  
p r o h i b i t e d  d i s c r i m i n a t i o n  on t h e  b a s i s  of s e x  i n  t h e  
r e c r u i t m e n t  and h i r i n g  of employees.  
w i t h  such  f o r c e s  a t  work, a  t r e n d  toward t h e  
approx ima t ion  of  e q u a l  r e p r e s e n t a t i o n  b y  women i n  t h e  
s u p e r i n t e n d e n c y  s h o u l d  b e  expec ted .  However, s t a t i s t i c s  
conf i rm t h e  o p p o s i t e :  a p p r o x i m a t e l y  6% of p u b l i c  s c h o o l  
s u p e r i n t e n d e n t s  are women (Chase & B e l l ,  1 9 9 4 ) .  T h i s  
s i t u a t i o n  i s  b e w i l d e r i n g  c o n s i d e r i n g  t h a t  women c o m p r i s e  
more t h a n  7 0 %  o f  t h e  n a t i o n ' s  t e a c h e r s .  Fur thermore ,  
r e s e a r c h  from 1975 forward  i n d i c a t e s  t h a t  female  
a d m i n i s t r a t o r s  pe r fo rm a s  w e l l  a s  o r  b e t t e r  t h a n  ma le  
a d m i n i s t r a t o r s  ( E s t l e r ,  1975;  F i s h e l  & P o t t k e r ,  1 9 7 7 ;  
/ 
S h a k e s h a f t ,  1 9 8 7 ) .  In  sum, n o t  o n l y  are t h e  i d e a l s  of  s e x  
e q u i t y  n o t  r e a l i z e d ,  b u t  t h e  p o t e n t i a l  of  women i s  n o t  be ing 
u s e d  i n  a p r o f e s s i o n  where competent  l e a d e r s h i p  i s  
e s s e n t i a l .  
While many s t u d i e s  have  i n v e s t i g a t e d  b a r r i e r s  t o  female  
a s p i r a n t s  i n  a c h i e v i n g  t h e  s u p e r i n t e n d e n c y  s u c h  as m o b i l i t y ,  
c a r e e r  and  f a m i l y ,  and c a r e e r  p a t h ,  few have i n v e s t i g a t e d  
t h e  p e r c e p t i o n s  o f  male a n d  female p r a c t i c i n g  
toward  t h e  l e a d e r s h i p  r o l e s  of t h e  
supe r in tendency .  Those who do n o t  want  women t o  become 
s c h o o l  o f t e n  b a s e  t h e i r  b i a s e s  upon t h e  
argument t h a t  women a r e n ' t  s u i t e d  f o r  t h e  job (Shakeshaft ,  
1 9 8 7 ) .  I t  fol lows t h a t  i f  women perform t h e i r  adminis t ra t ive  
r o l e s  i n  a  s t y l e  t h a t  i s  d i f f e r e n t  from t h e i r  male 
coun te rpa r t s ,  o r  c l a s s i f y  r o l e s  d i f f e r e n t l y  than men, they  
may encounter an i n v i s i b l e  " s u i t a b i l i t y "  b a r r i e r  i n  being 
s e l e c t e d  f o r  the  p o s i t i o n  r e g a r d l e s s  of leadersh ip  p o t e n t i a l  
o r  experience.  
Purpose of t h e  Study 
In response t o  school  t r ans f  ormation e f f o r t s ,  t h e  
American Associat ion of School Adminis t ra tors  (AASA) has  
c a l l e d  f o r  new l e v e l s  and d e f i n i t i o n s  of leadersh ip  (Hoyle & 
CSS, 1 9 9 3 ) .  To a  g r e a t  e x t e n t ,  t h e  q u a l i t y  of America's 
schools  depends on t h e  e f f e c t i v e n e s s  of school 
super in tendents .  I n  P r o f e s s i o n a l  Standards of the  
Superintendency, Hoyle and CSS ( 1 9 9  3 ) s t a t e d  : 
The execut ives  of our  na t ion ' s  schools have complex 
leadersh ip  r e s p o n s i b i l i t i e s ,  and those who hold t h e  
pos i t ion  m u s t  be among t h e  b r i g h t e s t  and bes t  our 
s o c i e t y  has t o  o f f e r .  Their  v i s i o n  and performance must 
focus on c r e a t i n g  schools t h a t  w i l l  i n s p i r e  our 
ch i ld ren  t o  become success fu l ,  c a r i n g  Americans, 
capable of becoming c o n t r i b u t i n g  c i t i z e n s  of the world. 
The superintendency r e q u i r e s  bold  c r e a t i v e ,  ene rge t i c  
and v i s iona ry  l e a d e r s  who can respond quickly  t o  a  
myriad of i s s u e s  ranging from d e a l i n g  with s o c i a l  
changes, d i v e r s e  s t u d e n t  popula t ions ,  and demands f o r  
equi ty ,  t o  improving school q u a l i t y  fo r  every c h i l d  and 
making e f f e c t i v e  use of new t echnologies .  ( p .  3 )  
The purpose o f  t h i s  s tudy  was t o  i n v e s t i g a t e  how 
randomly se lec ted  K - 1 2  super in tendents  view leadersh ip  
r e s p o n s i b i l i t i e s  from t h e  pe r spec t ive  of t h e i r  r o l e s  a s  
e d u c a t i o n a l  l e a d e r s .  The congruence of t r a n s f o r m a t i o n a l  
l e a d e r s h i p  t h e o r y  and s u b j e c t  s t a t e d  s u p e r i n t e n d e n t s f  r o l e s  
were ana lyzed  i n  an e f f o r t  t o  understand t h e  r o l e s  most 
impor tan t  t o  t h o s e  women and men who c u r r e n t l y  a r e  
s u p e r i n t e n d e n t s .  P a r t i c i p a n t s  i n  t h e  s t u d y  completed an  
open-ended su rvey  and submitted a  job  d e s c r i p t i o n  document 
i f  it was a v a i l a b l e .  The open-ended survey  o b t a i n e d  
d e s c r i p t i v e  d a t a  regarding respondents '  p e r c e p t i o n s  of t h e  
r o l e s  of  t h e  superintendency.  The job d e s c r i p t i o n  document 
provided suppor t ing  d a t a  regarding r o l e s  and performance 
e x p e c t a t i o n s .  
A m a t r i x  developed from t h e  review of t h e  l i t e r a t u r e  
i d e n t i f y i n g  r o l e s  of t h e  super intendency guided a con ten t  
a n a l y s i s  of responses  t o  t h e  survey. Analyses of 
respondents  ' d e s c r i p t i o n s  of r o l e  performance i d e n t i f i e d  
emerging themes of  p r a c t i c i n g  s u p e r i n t e n d e n t s r  l e a d e r s h i p  
from t r a d i t i o n a l  managerial  r o l e s ,  i n s t r u c t i o n a l  l e a d e r s h i p  
r o l e s ,  t r a n s f o r m a t i o n a l  l eade r sh ip  r o l e s ,  and r o l e s  
cons ide red  u n i v e r s a l  t o  t h e  super in tendent  p r a c t i c e .  
Furthermore,  d e s c r i p t i o n s  of t h e  o b s t a c l e s  supe r in t enden t s  
f a c e  i n  performing those  r o l e s  provided d a t a  i n  
unders tanding  l eade r sh ip  b a r r i e r s .  Rank o r d e r  d a t a  
i d e n t i f i e d  super in tendent  percep t ions  of t h e  importance of 
t h e  r o l e s  t o  t h e  p o s i t i o n  and approximate amount o f  t i m e  
s p e n t  i n  performance of t h e s e  r o l e s .  F u r t h e r  a n a l y s e s  
i d e n t i f i e d  whether  d i f f e r e n c e s  e x i s t e d  between males and 
females  i n  r o l e  p e r c e p t i o n s .  Analyses of  demographic 
i n f o r m a t i o n  r ega rd ing  age ,  yea rs  o f  expe r i ence ,  m i l i t a r y  
e x p e r i e n c e ,  s i z e ,  and t y p e  of d i s t r i c t  p rov ided  d e s c r i p t i o n s  
of t h e  pe r sona l  and p r o f e s s i o n a l  background o f  t h e  
p a r t i c i p a n t s .  D e s c r i p t i v e  s t a t i s t i c a l  p rocedures  were used 
i n  t h e  d a t a  a n a l y s i s  t o  s t r eng then  emerging themes.  
Research Questions 
T h i s  s t udy  ana lyzed  how p r a c t i c i n g  K - 1 2  s u p e r i n t e n d e n t s  
v iew t h e  r o l e s  o f  t h e  super in tendency.  The r e s e a r c h  
q u e s t i o n s  posed by  t h i s  s t u d y  were: 
1. What do supe r in t enden t s  d e s c r i b e  a s  t h e  l e a d e r s h i p  
r o l e s  t h e y  perform? 
2. Which l e a d e r s h i p  r o l e s  do s u p e r i n t e n d e n t s  c o n s i d e r  
most impor tan t  t o  t he  s u c c e s s f u l  performance of 
t h e i r  job? 
3 .  How do t h e  pe r cep t i ons  of l e a d e r s h i p  r o l e s  d i f f e r  
I between male and female p r a c t i c i n g  s u p e r i n t e n d e n t s ?  
S i g n i f i c a n c e  of  the Study 
Women r e p r e s e n t  less than s i x  p e r c e n t  of t h e  
s u p e r i n t e n d e n t s  i n  p u b l i c  school  a d m i n i s t r a t i o n  (Chase  & 
B e l l ,  1 9 9 4 ) .  The d i s c r e p a n c y  between what i s  known a b o u t  
t r ans f  ormational  l eade r sh ip  and t h e  r e a l i t y  of 
r ep resen ta t ion  of women i n  t h e  superintendency of K - 1 2  
publ ic  schools  i s  a  paradox and i s  t h e  underlying quest ion 
f o r  t h i s  study. There a r e  important impl ica t ions  f o r  theory  
and p r a c t i c e  f o r  i n v e s t i g a t i n g  the r o l e s  of t h e  
superintendency r e l a t e d  t o  gender i n  e l iminat ing  
d i sc r imina t ion ,  planning inse rv ice  t r a in ing ,  and developing 
h i r i n g  c r i t e r i a .  The knowledge of how p r a c t i c i n g  
super in tendents  view t h e i r  ro l e s  may be noteworthy i n  
r e d e f i n i n g  p repa ra t ion  programs to  focus l e s s  on t r a d i t i o n a l  
management a c t i v i t i e s  and more on t r ans f  ormational  
l e a d e r s h i p  r e f l e c t i v e  of t h e  contr ibut ion of team players ,  
female and male. 
Assumptions of t h e  Study 
T h e  following assumptions were made with r e spec t  t o  
t h i s  s tudy:  
1. The sub jec t s  responding to  t h e  ins t ruments  gave 
accura te  and honest  repor ts .  
2 .  Responses t o  t h e  survey and job d e s c r i p t i o n  
document r e f l e c t  t h e  pos i t ion  of c u r r e n t  employment 
of respondents.  
~ e f  i n i t i o n  of Terms 
~ t h i c  of Care 
ethic based on r e l a t e d n e s s  and r e s p o n s i b i l i t y  in 
decision-making.  Women f o c u s  on r e l a t i o n s h i p s  and t h e  needs 
of t h o s e  involved ,  demons t r a t ing  an e t h i c  of c a r e  ( G i l l i g a n ,  
1 9 8 2 ) .  
~ e a d e r s h i p  principles of care, i n t u i t i v e  dec i s ion-  
making, work  ethic, and bottom-up management (Helgesen, 
1 9 9 0 ) .  
G e n d e r  
The social, c u l t u r a l  and psychological  a s p e c t s  l i nked  
to males and  females through p a r t i c u l a r  s o c i a l  con tex t s .  
What a g i v e n  society d e f i n e s  a s  masculine o r  feminine i s  a 
component o f  gender .  Gender i s  a n  achieved s ta tus  (Lindsey,  
1990). 
L e a d e r s h i p  
The dispositions or h a b i t s  of mind and h e a r t  which 
d e t e r m i n e  how a leader behaves i n  day-to-day pract ice  
(Mojkowski ,  1 9 9 1 ) .  
The  ac t  of m a i n t a i n i n g  efficiently and e f f e c t i v e l y  
current o r g a n i z a t i o n a l  arrangements (Cuban, 19 8 4  ) . 
Role  
A p a t t e r n e d  sequence of  l e a r n e d  a c t i o n s  o r  deeds 
performed by a  pe r son  i n  a n  i n t e r a c t i o n  s i t u a t i o n  (S a rb in ,  
1 9 5 4 ) .  
Sex 
The b i o l o g i c a l  a s p e c t s  of a person  i nvo lv ing  
c h a r a c t e r i s t i c s  which d i f f e r e n t i a t e  females and  males by  
chromosomal, ana t omica l ,  r e p r o d u c t i v e ,  hormonal, and o t h e r  
p h y s i o l o g i c a l  c h a r a c t e r i s t i c s .  Sex i s  an a s c r i b e d  s t a t u s  
(Lindsey,  1 9 9 0 ) .  
Supe r in t enden t  
A p r o f e s s i o n a l  school  a d m i n i s t r a t o r  who occup i e s  t h e  
t o p  a d m i n i s t r a t i v e  p o s i t i o n  i n  a p u b l i c  k i n d e r g a r t e n  ( o r  
p r e k i n d e r g a r t e n )  t h rough  t w e l f t h  g r ade  school  d i s t r i c t .  The 
c h i e f  e x e c u t i v e  o f f i c e r  i n  a schoo l  d i s t r i c t  i s  t h e  
s u p e r i n t e n d e n t .  
Trans format iona l  Leadersh ip  
When l e ade r s  look  f o r  p o t e n t i a l  motives i n  f o l l o w e r s ,  
s e e k  t o  s a t i s f y  h i g h e r  needs,  and engage t h e  f u l l  pe r son  of 
t h e  f o l l o w e r  ( B u r n s ,  1 9 7 8 ) .  
Chapter 2 
REVIE37 OF THE LITERATURE 
I n t r o d u c t i o n  
  his s tudy  i n v e s t i g a t e d  p r a c t i c i n g  K-12 
s u p e r i n t e n d e n t s '  pe rcep t ions  of t h e  l e a d e r s h i p  r o l e s  o f  t h e  
super in tendency .  The review was l i m i t e d  t o  l i t e r a t u r e  
a d d r e s s i n g  t h e  r o l e s  of t h e  superintendency,  
t r a n s f o r m a t i o n a l  l e a d e r s h i p  a s  an emerging l e a d e r s h i p  s t y l e  
i n  shap ing  super in tenden t s  ' r o l e s ,  t h e  i n f l u e n c e  o f  gender 
on l e a d e r s h i p  r o l e s ,  and t h e  i n f l u e n c e  of gender  t h e o r y  
t r a n s l a t e d  i n t o  p r a c t i c e  when i n v e s t i g a t i n g  t h e  r o l e s  and 
e x p e r i e n c e s  of  women and men a s  supe r in t enden t s .  
S u p e r i n t e n d e n t  R o l e s  
The l e a d e r s h i p  r o l e s  o f  t h e  supe r in t enden t  have become 
a n  i n c r e a s i n g l y  impor tant  a r e a  of  concern a s  t h e  push f o r  
s c h o o l  improvement and re f  o m  moves forward.  Th i s  i nc r ea sed  
a t t e n t i o n  has  c r ea t ed  demands f o r  performance and 
a c c o u n t a b i l i t y  on t h e  p a r t  of t h e  supe r in t enden t  (Konnert  & 
Augenste in ,  1 9 9 0 ) .  And y e t ,  s t u d i e s  ana lyz ing  t h e  l e a d e r s h i p  
r o l e s  of t h e  super in tendency have been slow t o  emerge. 
P r i o r  t o  1982, t h e r e  was a  l i m i t e d  amount of r e s e a r c h  
on t h e  roles of  super in tenden t s  r e l a t e d  t o  e f f e c t i v e  
l e a d e r s h i p .  S a l l e y  (1979) ,  i n  a  s t udy  t o  de te rmine  
s u p e r i n t e n d e n t ' s  job p r i o r i t i e s ,  i l l u s t r a t e d  t h e  basic l a c k  
of  r e s e a r c h  wi th  t h e  fo l lowing  comment: 
Anyone l ook i ng  a t  t h e  day-to-day o p e r a t i o n  of  American 
s c h o o l s  would f i n d  it d i f f i c u l t  n o t  t o  concu r  t h a t  t h e  
r o l e  of supe r in t enden t  i s  c r u c i a l  t o  t h e i r  o r g a n i z a t i o n  
and a d m i n i s t r a t i o n .  However, d e s p i t e  t h e  r o l e ' s  c e n t r a l  
p o s i t i o n  w i t h i n  t h e  educa t i ona l  e n t e r p r i s e ,  l i t t l e  i s  
known about  t h e  a c t u a l  job dimensions of t h e  
supe r in t endency .  ( p. 1 ) 
S i n c e  t h a t  t i m e ,  t h e  s t a t u s  of t h e  s u p e r i n t e n d e n t  ha s  been a 
concern  o f  t h e  American Associa t ion  o f  School A d m i n i s t r a t o r s  
(AASA) , b u t  t h e i r  s t u d i e s  have been l i m i t e d  i n  scope .  I n  
1982,  t h i s  o r g a n i z a t i o n  publ ished The American 
Super in tendency ,  1 9 8 2  : A Summary Repor t .  This  r e p o r t  
summarized in fo rmat ion  r e l a t e d  t o  t h e  age ,  s e x ,  and t r a i n i n g  
of  c u r r e n t  school  super in tenden t s ,  b u t  d i d  n o t  i n c l u d e  
i n f o r m a t i o n  r e l a t e d  t o  super in tenden t  e f f e c t i v e n e s s  (AASA, 
1 9 8 2 ) .  
An a t t e m p t  t o  i d e n t i f y  e s s e n t i a l  a d m i n i s t r a t i v e  r o l e s  
was i n i t i a t e d  by AASA i n  1983. This  e f f o r t  r e s u l t e d  i n  t h e  
p u b l i c a t i o n  Gu ide l i ne s  f o r  t h e  P r e p a r a t i o n  of School  
A d m i n i s t r a t o r s  (AASA, 1983) .  This p u b l i c a t i o n  i n i t i a l l y  
i d e n t i f i e d  a  c o r e  set  of  super in tenden t  r o l e s  common t o  
a d m i n i s t r a t o r  p r e p a r a t i o n  programs which are a s  f o l l ows :  
1. E s t a b l i s h  and mainta in  a  p o s i t i v e  and open l e a r n i n g  
environment t o  b r i ng  about t h e  mo t iva t i on  and 
s o c i a l  i n t e g r a t i o n  of s t u d e n t s  an  s t a f f  
2. Build  s t r o n g  l o c a l ,  s t a t e ,  and n a t i o n a l  s u p p o r t  f o r  
educa t i on  
3 .  Develop and d e l i v e r  an e f f e c t i v e  cu r r i cu lum t h a t  
expands t h e  d e f i n i t i o n s  of l i t e r a c y ,  competency, 
and c u l t u r a l  i n t e g r a t i o n  to i n c l u d e  advanced 
t e c h n o l o g i e s ,  problem so lv ing ,  c r i t i ca l  t h i n k i n g  
and communication s k i l l s ,  and c u l t u r a l  enr ichment  
f o r  a l l  s t u d e n t s  
4 .  Develop and  implement e f f e c t i v e  models/modes o f  
i n s t r u c t i o n a l  d e l i v e r y  t h a t  make t h e  best use  o f  
t i m e ,  s t a f f  , advanced t e chno log i e s ,  community 
r e s o u r c e s ,  and f i n a n c i a l  means t o  maximize s t u d e n t  
outcomes 
5 .  C r e a t e  programs of continuous improvement, 
i n c l u d i n g  e v a l u a t i o n  of both s t a f f  and program 
e f f e c t i v e n e s s  a s  keys t o  s t u d e n t  l e a r n i n g  and 
development 
6 .  S k i l l f u l l y  manage school system o p e r a t i o n s  and 
f a c i l i t i e s  t o  enhance s t uden t  l e a r n i n g  
7 .  Conduct and  make u se  of s i g n i f i c a n t  r e s e a r c h  a s  a  
b a s i s  f o r  problem solving and program p l a n n i n g  of  
a 1 1  k ind s .  
I n  a second p u b l i c a t i o n  e n t i t l e d  S k i l l s  f o r  S u c c e s s f u l  
School  Leaders  commissioned by AASA, Hoyle, Eng l i sh ,  and 
S t e f f  (1985) used a v a i l a b l e  l i t e r a t u r e  t o  r e v i s e  t h e  c o r e  
s e t  of super in tendent  r o l e s  e s t a b l i s h e d  i n  t h e  "Guide l inesw 
i n t o  t h e  following e i g h t  gene ra l  r o l e s  r e f l e c t i v e  of 
i n s t r u c t i o n a l  l eade r sh ip :  
1. designing,  implementing, and eva lua t ing  school  
c l imate  
2 .  bu i ld ing  l o c a l ,  s t a t e ,  and n a t i o n a l  suppor t  f o r  
schools 
3.  developing school curr iculum 
4 .  i n s t r u c t i o n a l  management 
5. s t a f f  e v a l u a t i o n  
6 .  s t a f f  development 
7 .  resource  a l l o c a t i o n  
8.  research,  e v a l u a t i o n  and p lanning  
In a n  e f f o r t  t o  compare t hese  AASA-identified r o l e s  
w i t h  t h e  r e a l i t y  of performance, Murphy and Ha l l i nge r  ( 1 9 8 6 )  
i d e n t i f i e d  1 2  e f f e c t i v e  school d i s t r i c t s  i n  C a l i f o r n i a .  
S t r u c t u r e d  in te rv iews  were conducted wi th  the  
super in tendents  of t h e  1 2  d i s t r i c t s  a s k i n g  them t o  d e s c r i b e  
t h e i r  job performances of t h e  superintendency.  This s t u d y  
subsequent ly  i d e n t i f i e d  s i x  performance f a c t o r s  common t o  
t h e  super intendent  ' s role as leader :  
1. s e t t i n g  g o a l s  and e s t a b l i s h i n g  expec t a t i ons  and 
s tandards  
2 .  s e l e c t i n g  s t a f f  
3 .  s t a f f  supe rv i s ion /eva lua t ion  
4 .  e s t a b l i s h i n g  and i n s t r u c t i o n a l  and c u r r i c u l a r  focus  
5 .  moni tor ing curr iculum and i n s t r u c t i o n  
6 .  i n s u r i n g  consis tency i n  t e c h n i c a l  c o r e  o p e r a t i o n s  
T o  v a l i d a t e  Hoyle e t  a l . ' s  (1985)  s tudy,  C o l l i e r  ( 1 9 8 7 )  
and S c l a f  a n i  ( 1 9  87 ) surveyed samples of supe r in t enden t s ,  
a s k i n g  them t o  i d e n t i f y  t h e  super in tenden t  r o l e s  most 
impor t an t  t o  them and t h e i r  school d i s t r i c t s .  C o l l i e r  ( 1 9 8 7 )  
a sked  a sample o f  Texas super in tenden t s  t o  rank  t h e  most  
impor t an t  super in tenden t  r o l e s  r e l a t e d  t o  school  d i s t r i c t  
e f f e c t i v e n e s s .  H i s  d a t a  l i s t e d  t h e i r  pe rcep t ions  i n  r a n k  
o r d e r :  
1. demonst ra tes  a  broad a r r a y  of l e a d e r s h i p  s k i l l s  
2 .  demonst ra tes  sound p r i n c i p l e s  of  personnel  
a d m i n i s t r a t i o n  
3 .  employs sound f i n a n c i a l  p lann ing  and cash  f l ow  
management 
4 .  employs p r i n c i p l e s  of sound curr iculum d e s i g n  and 
i n s t r u c t i o n a l  d e l i v e r y ,  r e l a t e d  a c t i v i t i e s  
6 ensures  t h a t  i n s t r u c t i o n a l  t i m e  and r e sou rce s  are 
used e f f e c t i v e l y  
7 develops  v a l i d  and r e l i a b l e  perf  omance  measures 
f o r  i n s t r u c t i o n a l  outcomes 
8 .  provides  f o r  e f f e c t i v e  e v a l u a t i o n  of  t e a c h e r  
perf  omanc e  
The Sc la fan i  ( 1 9 8 7 )  s tudy used exper t  nomination t o  
s e l e c t  a sample of " e f f e c t i v e "  super in tendents .  Se lec ted  
p ro fess iona l  educators were asked t o  nominate those  
super in tendents  whose performance was perceived t o  be i n  t h e  
top  1 0 %  of superintendents  i n  each s t a t e .  The r e s u l t i n g  
sample of i d e n t i f i e d  "e f fec t ive"  super in tendents  was asked 
t o  rank t h e  most important superintendent r o l e s  r e l a t e d  t o  
school d i s t r i c t  e f f e c t i v e n e s s .  A l i s t i n g  of t h e  most 
important  r o l e s  i n  rank order  i s  as follows: 
1. demonstrates a  broad a r r a y  of l e a d e r s h i p  s k i l l s  
2 .  demonstrates sound p r inc ip le s  of personnel  
admin i s t r a t ion  
3 .  provides f o r  e f f e c t i v e  evaluat ion of t e a c h e r  
performance 
4 .  employs e f f e c t i v e  school/community p u b l i c  
r e l a t i o n s ,  c o a l i t i o n  bui ld ing ,  and r e l a t e d  
a c t i v i t i e s  
5 .  u t i l i z e s  motivation techniques 
6 .  u t i l i z e s  an a r ray  of human r e l a t i o n s  s k i l l s  
7 .  demonstrates c o n f l i c t  mediation and t h e  s k i l l s  t o  
accept  and cope with controversy 
communicates and p r o j e c t s  an a r t i c u l a t e  p o s i t i o n  
f o r  education 
"Demonstrating a  broad a r ray  of l eade r sh ip  s k i l l s "  and 
"demonstrating sound p r inc ip le s  of personnel admin i s t r a t ion"  
were t h e  t o p  ranked super in tenden t  r o l e s  i d e n t i f i e d  by 
p r a c t i c i n g  s u p e r i n t e n d e n t s  i n  Texas, n a t i o n a l l y ,  and i n  t h e  
sample o f  " e f f e c t i v e "  super in tenden t s .  However, t h e  
i d e n t i f i c a t i o n  of  s p e c i f i c  l e ade r sh ip  r o l e s  of t h e  
supe r in t endency  t h a t  would be included w i t h i n  a "a broad 
a r r a y  of l e a d e r s h i p  s k i l l s  " remains u n c l e a r .  Fur the rmore ,  
d i f f e r e n c e s  i n  r e sponse s  between female and m a l e  
s u p e r i n t e n d e n t s  were n o t  documented. 
Responding t o  schoo l  t r a n s f  ormation e f f o r t s  , Hoyle and  
CSS ( 1 9 9 3 )  were a g a i n  commissioned by AASA t o  r e f i n e  t h e  
s t a n d a r d s  of t h e  super in tendency.  A s  a  r e s u l t ,  AASA 
p u b l i s h e d  t h e  document Profess iona l  S tandards  f o r  t h e  
Super in tendencv  ( 1 9  93 ) which c l e a r l y  d e l i n e a t e s  e i g h t  
s t a n d a r d s  and consequent  r o l e s  of t h e  super in tendency .  Those 
e i g h t  s t a n d a r d s  are : 
1. Leadersh ip  and d i s t r i c t  c u l t u r e  
2 .  Po l i cy  and  governance 
3 .  Communications and community r e l a t i o n s  
4 .  O r g a n i z a t i o n a l  management 
5 .  Curriculum p l ann ing  and development 
6 .  I n s t r u c t i o n a l  management 
7 .  Human r e s o u r c e  management 
8 .  Values and e t h i c s  of l e ade r sh ip  
The s t a n d a r d s ,  grounded i n  AASA g u i d e l i n e s ,  we re  v a l i d a t e d  
th rough  e x t e n s i v e  r e s e a r c h  and c o l l a b o r a t i o n  w i t h  
superintendent  p r a c t i t i o n e r s ,  p rofessors  of educat ional  
adminis t ra t ion ,  r e sea rche r s ,  and o t h e r  educational 
p ro fess iona l s  . 
These s tandards r e f l e c t  emerging leadersh ip  r e sea rch  of 
t h e  pas t  decade. The evolu t ion  of s tandards f o r  
superintendent  performance r o l e s  has evolved from t h a t  of  
managerial ro l e s  (AASA, 1983 ) t o  i n s t r u c t i o n a l  l eade r sh ip  
(Hoyle & CSS, 1993 ) , and most r ecen t ly ,  t o  bottom-up 
execut ive  leadersh ip  t h a t  encourages shared dec i s ion  making 
among school s t a f f ,  community, bus iness ,  and o t h e r  
s takeholders  (Hoyle & CSS, 1 9 9 3 ) .  In t h e  1993 p u b l i c a t i o n ,  
t h e  Commission c l e a r l y  defined t h e  need t o  re th ink  e x i s t i n g  
l eade r sh ip  p r a c t i c e s  of t h e  superintendency by p lac ing  a 
g r e a t e r  emphasis on team bui lding,  shared leadersh ip  
co l l abora t ion ,  and  i n s t r u c t i o n a l  improvement. The Commission 
a l s o  suggested t h e  need f o r  feminist  c r i t i q u e  i n h e r e n t  i n  
studying emerging l eade r sh ip  ideas  about va lues ,  choice,  and 
co l l abora t ion  i n  o r d e r  t o  prepare and develop 
superintendents  (Hoyle & CSS, 199 3 ) . 
Transformational Leadership 
The emerging l eade r sh ip  research important t o  c u r r e n t  
and f u t u r e  superintendents  has focused on the  t h e o r y  of 
t r a n s f  ormational l eade r sh ip .  A passionate  advocate of 
t r a n s f  ormational l eade r sh ip ,  Burns ( 1 9 7 8 )  , defined 
t r ans fo rma t iona l  l eade r sh ip  i n  a c t i o n  a s  "when one o r  more 
persons  engage wi th  o the r s  i n  such a way t h a t  l e a d e r s  and 
f o l l o w e r s  r a i s e  one another t o  h i g h e r  l e v e l s  of mot iva t ion  
and mora l i t y  . . . t h e i r  purposes become fused" ( p .  2 0 )  . 
Burns be l ieved  t h a t  when such l e a d e r s h i p  i s  i n  evidence,  
s i g n i f i c a n t  change can occur wi th in  o rgan iza t ions .  For 
example, t rans format iona l  l eade r sh ip  has been shown t o  
l i b e r a t e  t h e  c a p a c i t i e s  of o r g a n i z a t i o n a l  members (Conger, 
1 9  89  ) , t o  inc rease  commitment t o  o rgan iza t iona l  g o a l s  
(Leithwood, J a n t z i ,  & Fernandez, 1993a) ,  t o  s t i m u l a t e  e x t r a  
e f f o r t  on behalf of t h e  o rgan iza t ion ' s  mission,  and t o  
p rov ide  g r e a t e r  job s a t i s f a c t i o n  (Bass & Avolio, 1 9 9 4 ) .  
Bass, Waldman, Avolio, and Bebb (1987) suggested t h a t  
the r o l e s  of t rans format iona l  l e a d e r s  might look " d i f f e r e n t "  
from each o t h e r  depending on t h e  p a r t i c u l a r  s t y l e  o r  
approach adopted by each.  They desc r ibed  four  such 
approaches : c h a r i s m a t i c ,  where t h e  p rov i s ion  of  v i s i o n  and a 
s e n s e  of mission are paramount; i n s p i r a t i o n a l ,  where t h e  
p r o v i s i o n  of symbols t o  focus e f f o r t s  i s  apparent ;  
i n t e l l e c t u a l  s t i m u l a t i o n ,  i n  which r a t i o n a l  and c a r e f u l  
problem so lv ing  i s  important ;  and /or ,  i nd iv idua l i zed  
c o n s i d e r a t i o n ,  where t h e  t reatment  of  each employee i s  
p a r t i c u l a r  t o  h i s / h e r  needs. Lesourd, Tracz,  and Grady 
( 1 9 9 2 )  added the  ca t ego ry  "v i s iona ry"  t o  Bassf s f o u r  
p reced ing  ones.  I n  t h e  v i s ionary  i n t e r p r e t a t i o n  of 
t r ans fo rmat iona l  leadership,  one would see evidence of 
s t r o n g  pe r sona l  convict ions,  r igorous work e t h i c ,  innovat ive 
p r a c t i c e  and a personal image of the  organiza t ion  i n  t h e  
f u t u r e .  
In  o t h e r  works ( S i l i n s ,  1992 ;  Leithwood e t  a l . ,  1993a; 
Leithwood e t  a l . ,  1993b), s i x  p r a c t i c e s  have become 
a s s o c i a t e d  with t r a n s £  ormational leadersh ip  theory .  T h e s e  
p r a c t i c e s  a r e  defined and t h e i r  e f f e c t s  b r i e f l y  explained 
below: 
1. Iden t i fy ing  and Ar t i cu la t ing  a Vision.  P r a c t i c e s  on 
t h e  p a r t  of leaders  aimed a t  i d e n t i f y i n g  new 
oppor tun i t i e s  for  t h e  school,  a s  w e l l  a s  
developing, a r t i c u l a t i n g ,  and i n s p i r i n g  o t h e r s  with 
a  v i s ion  of t h e  f u t u r e .  
2 .  Providing an Appropriate Model! P r a c t i c e s  on t h e  
p a r t s  of leaders  which s e t  an  example f o r  o t h e r s  t o  
fo l low that i s  cons i s t en t  with t h e  v a l u e s  the  
l eade r s  espouse. 
3 .  Fos ter ing  the  Acceptance of the  Group. P r a c t i c e s  on 
t h e  p a r t  of leaders  aimed a t  promoting cooperation 
among teachers  and a s s i s t i n g  them t o  work toge ther  
toward a common goal .  
4 .  High Performance Expectations.  P r a c t i c e s  t h a t  
demonstrate the l e a d e r s '  expec ta t ions  f o r  
exce l lence ,  q u a l i t y ,  and/or high performance on the  
p a r t  of o the r s .  
5 .  Providing Individual ized Support. Practices on the  
p a r t  of leaders  t h a t  i n d i c a t e  t h a t  t h e y  r e s p e c t  
o t h e r s  and a r e  concerned about t h e i r  personal  
needs.  
6 .  I n t e l l e c t u a l  Stimulation.  P r a c t i c e s  o n  t h e  p a r t  of 
l eade r s  t h a t  challenge o the r s  to reexamine some of 
t h e i r  assumptions about t h e i r  work and r e t h i n k  how 
it can be performed. (Leithwood & J a n t z i ,  1 9 9 0 ,  
P *  9 )  
Trans format iona l  l e ade r sh ip ,  then, i s  abou t  v i s i o n  and 
working w i t h  o t h e r s .  I t  i s  about r e s p e c t  f o r  peop l e ,  
a l l o w i n g  and encouraging the growth of o t h e r s .  I t  i s  
concerned  w i t h  i n £  luenc ing  people t o  work w i l l i n g l y  f o r  
g r o u p  g o a l s .  I t  i s  n o t  a s  much concerned w i t h  t h e  power o f  
t h e  l e a d e r  a s  it i s  w i t h  empowering o t h e r s ;  it i s  concerned 
w i t h  growth r a t h e r  t h a n  con t ro l .  I t  i s  shared  l e a d e r s h i p ,  
where in  s c h o o l  l e a d e r s ,  w i th  o r  wi thou t  formal  l e a d e r s h i p  
r o l e s ,  u s e  v a r i o u s  s t r a t e g i e s  t o  change t h e  c u l t u r e  of t h e  
s c h o o l  i n  school  improvement e f f o r t s  (Brown, 1 9 9 3 )  . 
Gender and Leadership  
There  i s  an i n c r e a s i n g  number o f  s t u d i e s  which have 
i n v e s t i g a t e d  t h e  r e l a t i o n s h i p  of gender t o  l e a d e r s h i p  s t y l e  
i n  t h e  c o r p o r a t e  and p r i v a t e  s e c t o r s .  However, p a r a l l e l  
i n v e s t i g a t i o n s  of t h e  in f luence  of gender  on e d u c a t i o n a l  
l e a d e r s h i p  have been few (Capper, 1992; Eagly,  Karau, & 
Johnson,  1 9 9 2 ) .  I n  t h e  corpora te  and p r i v a t e  s e c t o r s ,  t h e  
e x p l a n a t i o n s  f o r  d i f f e r e n c e s  i n  l e a d e r s h i p  s ty le  among males  
and f ema le s  have most o f t e n  focused on  s e x - r o l e  
s o c i a l i z a t i o n  t h e o r y  (Adkinson, 1981; H e l l e r ,  1 9 8 2 ) .  For 
example, Winther and Green ( 1987 ) c i t e d  numerous s t u d i e s  
f i n d i n g  t h a t  s ex - ro l e  s t e r eo types  on t h e  p a r t  of bo th  men 
and women, l e a d e r s  and fo l lowers ,  en fo r ced  t h e  b e l i e f  t h a t  
men p o s s e s s  c h a r a c t e r i s t i c s  commonly a s s o c i a t e d  w i t h  
e f f e c t i v e  l e a d e r s h i p .  Sex-role  s t e r eo types  of "masculine" 
l e a d e r s h i p  c h a r a c t e r i s t i c s  s u c h  as dominant, t a sk -o r i en t ed ,  
s t r u c t u r e d ,  ambi t ious ,  se l f -assured ,  and independent have 
been s o c i a l l y  a s s o c i a t e d  with men, w h i l e  "feminine"  
s t e r e o t y p e s  of behav io r s  t h a t  a r e  pass ive ,  n u r t u r i n g ,  
s u p p o r t i v e ,  n o n a s s e r t i v e ,  submissive, and sensitive t o  t h e  
needs of o t h e r s  have been s o c i a l l y  a s soc i a t ed  w i t h  women 
(Hyman, 1 9 8 0 ;  Powell ,  Posner, & Schmidt, 1984;  Winther & 
Green, 1 9 8 7 ) .  
A f t e r  s tudy ing  t h e  dec i s ions  of l e a d e r s ,  G i l l i g a n  
( 1 9 8 2 )  r e p o r t e d  t h a t  moral reasoning d i f f e r e d  between men 
and women. For example, she has suggested t h a t  women f o c u s  
on the needs of o t h e r s  and on r e l a t i o n s h i p s  du r ing  d e c i s i o n  
making wh i l e  men focus  on l o g i c  and j u s t i c e .  Flanagan and 
Jackson (1993) d e s c r i b e d  G i l l i g a n ' s  gender-based moral 
reasoning  r e sea rch  : 
G i l l i g a n  d e s c r i b e s  a  moral universe  i n  which men, more 
o f t e n  then women, conceive of mora l i t y  a s  s u b s t a n t i v e l y  
c o n s t i t u t e d  by o b l i g a t i o n s  and i m p a r t i a l i t y ,  whi le  
women more of t e n  then men, see  moral requirements  as  
emerging from t h e  p a r t i c u l a r  needs of o t h e r s  i n  t h e  
con tex t  of p a r t i c u l a r  r e l a t i o n s h i p s .  ( p .  7 0 ) 
Moral reasoning  based on gender o r i e n t a t i o n  is  
desc r ibed  by G i l l i g a n  ( 1 9 8 2 )  a s  an e t h i c .  The " e t h i c  of 
j u s t i c e "  i s  cons ide red  t o  be a  male e t h i c  whi le  an " e t h i c  of 
c a r e  and response"  i s  a female e t h i c  ( p .  1 7 4 ) .  Th is  " e t h i c  
of c a r e "  i s  based on r e l a t e d n e s s  and r e s p o n s i b i l i t y  r a t h e r  
than  on s e p a r a t i o n  and individual ism.  In  o t h e r  words, women 
tend t o  work through dec is ions  based on r e l a t i o n s h i p s  and 
t h e  needs of those  involved. Men tend t o  base dec i s ions  on 
l o g i c  (Forbes,  1992) .  
In ano the r  s tudy  i n v e s t i g a t i n g  gender d i f f e r e n c e s ,  
M i l l e r  (1989) looked a t  the s t r u c t u r i n g  of work 
arrangements. The s tudy focused on t h e  r e l a t ionsh ip  between 
complexity of the  work performed, and how c l o s e l y  men and 
women a r e  superv ised .  She found cont ras t ing  l e v e l s  of 
superv is ion  of women and men with s imi lar  human c a p i t a l  
resources  (educat ion ,  experience,  e t c . ) ,  t ask  
c h a r a c t e r i s t i c s ,  o rganiza t iona l  context ,  r o l e  o r i e n t a t i o n s ,  
and s o c i a l  p o s i t i o n .  According t o  t h e  study, t h e  more 
complex t h e  job, t h e  more c l o s e l y  women were superv ised .  For 
men, the  more complex t h e  job, t h e  less they w e r e  
supervised.  M i l l e r  concluded t h a t  t h e r e  i s  more sys temat ic  
s t r u c t u r i n g  of work arrangements f o r  men than women, and a  
completely d i f f e r e n t  underlying l o g i c  of task  s t r u c t u r i n g .  
Women cont inue t o  be u n f a i r l y  labe led  incompetent wi th  
regard to  s i t u a t i o n s  t h a t  r e q u i r e  more advanced l e v e l s  of  
r e s p o n s i b i l i t y .  
Proposing a  d i f f e r e n t  view from extensive reviews of  
l i t e r a t u r e ,  Goketepe and Schneider ( 1 9 8 8 )  noted t h a t  
evidence of male and female d i f f e rences  i n  l eade r  
e f f e c t i v e n e s s  came predominately from laboratory s e t t i n g s .  
Thei r  s tudy  found t h a t  i n  l abora to ry  s i t u a t i o n s ,  women 
performed more r e l a t i onsh ip -o r i en t ed  actions t h a n  men. Women 
a l s o  d e s c r i b e d  themselves a s  more r e l a t i onsh ip -o r i en t ed  on 
l e a d e r  ques t ionna i r e s .  But, i n  s t u d i e s  conducted i n  
o r g a n i z a t i o n a l  s e t t i n g s ,  Goktepe and Schneider  found t h e  
s e x e s  d i d  no t  d i f f e r  i n  t h e  a b i l i t y  t o  perform t a s k s .  A s  
managers,  women tended t o  be both t a sk -o r i en t ed  and 
r e l a t i o n s h i p - o r i e n t e d ,  whereas men were p r i m a r i l y  
t a s k - o r i e n t e d .  Also, t h e  women used t h e  democrat ic  s t y l e  of 
l e a d e r s h i p  and the  men tended t o  use t h e  a u t o c r a t i c  s t y l e .  
To more c l o s e l y  look a t  l e ade r sh ip  style i n  t h e  
o r g a n i z a t i o n a l  s e t t i n g ,  Helgesen ( 1 9 9 0  ) i n v e s t i g a t e d  how t h e  
o r g a n i z a t i o n  i s  s t r u c t u r e d  a s  a  r e s u l t  of l e a d e r s h i p  s t y l e ,  
d e s c r i b i n g  a  "web of  i n c l u s i o n "  t h a t  r e l a t e s  t o  feminine 
l e a d e r s h i p  s t y l e .  This  "web o f  i n c l u s i o n "  i s  s t r u c t u r e d  wi th  
t h e  l e a d e r  a s  t he  c e n t e r  of t h e  web wi th  a l l  o t h e r s  w i th in  
t h e  o r g a n i z a t i o n  r a d i a t i n g  o u t  from t h e  c e n t e r  and connected 
t o  each  o t h e r .  I t  i s  based on t h e  concept of  in terdependence 
and r e s u l t s  from a  democratic l eade r sh ip  s t y l e  (Helgesen, 
1 9 9 0 ) .  
Likewise ,  Eagly and Johnson ( 1 9 9 0 )  found t h a t  women 
t ended  t o  adopt a  more democratic o r  p a r t i c i p a t i v e  s t y l e  and 
a  less a u t o c r a t i c  o r  d i r e c t i v e  s t y l e  t h a n  d i d  men. 
Proceeding  i n  a p a r t i c i p a t i v e  and c o l l a b o r a t i v e  mode i n  
accompl i sh ing  managerial t a s k s  may enab le  many female 
managers t o  win acceptance from i n i t i a l l y  s k e p t i c a l  
subord ina tes  and thereby remove one barrier t o  e f fec t iveness  
(Eag ly  e t  a l . ,  1992) ' .  
In s t u d i e s  examining how leade r sh ip  s t y l e s  between men 
and women d i f f e r  i n  t h e  educational s e t t i n g ,  Shakeshaf t 
( 1987 ) contended t h a t  d i f f e rences  e x i s t  i n  t h e  ca tegor i e s  of 
work environment, l eadersh ip ,  communication, dec is ion-  
making, and c o n f l i c t  r e so lu t ion .  Furthermore, n o t  only do  
women have a  d i f f e r e n t  adminis t ra t ive  s t y l e  than  do men, but 
t h e  e f fec t iveness  f o r  a  female may depend upon t h i s  a l t e r e d  
approach. Shakeshaf t suggested t h a t  t h e  female work behavior 
i n  schools  might be conceptualized i n  t h e  fol lowing way: 
1. Relationships with o thers  a r e  c e n t r a l  t o  a l l  
a c t i o n s  of women adminis t ra tors .  Women spend more t i m e  
wi th  people, communicate more, c a r e  more about 
ind iv idua l  d i f f e rences  , are  more concerned with 
teachers  and marginal s tudents ,  and mot iva te  more. 
2 .  Teaching and learn ing  a r e  t h e  major f o c i  of women 
adminis t ra tors .  Women adminis t ra tors  a r e  more 
instrumental  i n  i n s t r u c t i o n a l  l e a r n i n g  than  men and 
they  exhib i t  g r e a t e r  knowledge of teaching  methods and 
techniques . . . academic achievement i s  h ighe r  i n  
schools  and d i s t r i c t s  i n  which women a r e  
adminis t ra tors .  
3 .  Building community i s  an e s s e n t i a l  p a r t  of a  woman 
adminis t ra tor  ' s s t y l e .  From speech p a t t e r n s  t o  dec is ion  
making s t y l e s ,  women exh ib i t  a  more democratic,  
p a r t i c i p a t o r y  s t y l e  t h a t  encourages inc lus iveness  
r a t h e r  than exclusiveness  i n  schools .  
4 .  Marginal i ty  overlays t h e  d a i l y  work l i f e  of women 
adminis t ra tors .  Token s t a t u s  and s e x i s t  a t t i t u d e s  
toward women combine t o  c r e a t e  a world i n  which the  
woman adminis t ra tor  i s  always on d i s p l a y  and always 
vulnerable  t o  a t t a c k .  Whether t h e  a s s a u l t  a c t u a l l y  
occurs  is l e s s  important thaq t h e  knowledge t h a t  i - t  i s  
always poss ib le .  
5. The l i n e  s e p a r a t i n g  t h e  p u b l i c  world f rom t h e  
p r i v a t e  i s  b l u r r e d .  Women a r e  more l i k e l y  t o  behave 
similarly whether  i n  pub l ic  s p h e r e  o r  a  p r i v a t e  one.  
Men, on t h e  o t h e r  hand, most o f t e n  have two v e r y  
d i f f e r e n t  ways of behaving depending upon whether  t h e y  
a r e  i n  t h e  p r i v a c y  of t h e i r  home o r  i n  t h e  p u b l i c  
s p a c e  of work. Th i s  l a ck  of s e p a r a t i o n  between t h e  two 
wor ld s  f o r  women r e s u l t s  i n  behav ior  t h a t  men o f t e n  
l a b e l  as i n a p p r o p r i a t e .  (p .  1 9 7 )  
Shakesha f t  h a s  f u r t h e r  i d e n t i f i e d  t h e  male-centered  
i d e o l o g y  o f  and rocen t r i sm  o r  p a t r i a r c h y  a s  t h e  u n d e r l y i n g  
c a u s e  of a l l  b a r r i e r s  f o r  females.  She sugges ted  t h a t  a 
male-dominant c u l t u r e  h a s  been t h e  major  b a r r i e r  t o  f ema le s .  
B a r r i e r s  c a n  be l i n k e d  t o  a  s o c i e t y  t h a t  s u p p o r t s  and 
e n f o r c e s  m a l e  s u p e r i o r i t y  and a  mascu l ine  v a l u e  sys tem i n  
which female  v a l u e s ,  exper iences ,  and behav iors  are viewed 
as i n f e r i o r .  
Because t h e  concep t  of feminine l e a d e r s h i p  s t y l e  h a s  
deve loped  o n l y  w i t h i n  t h e  l a s t  decade,  i n fo rma t ion  r e g a r d i n g  
how t h i s  l e a d e r s h i p  s t y l e  d i f f e r s  from o t h e r s  i s  s t i l l  
e v o l v i n g .  Based upon t h e  t h e o r e t i c a l  d i s c u s s i o n s  of  t h e  
e f f e c t i v e n e s s  of t r a n s f o r m a t i o n a l  l e a d e r s h i p ,  which r e l i e s  
h e a v i l y  o n  c o l l e g i a l i t y ,  group d e c i s i o n  making, 
c o l l a b o r a t i o n ,  concern  f o r  r e l a t i o n s h i p s ,  and o f  f emin ine  
p r i n c i p l e s  which e s p o u s e  an e t h i c  of care and i n c l u s i o n s ,  
o n e  c a n  t r a c e  c e r t a i n  r e l a t i o n s h i p s  between t r a n s f o r m a t i o n a l  
l e a d e r s h i p  and f emin ine  s t y l e s  of l e a d e r s h i p .  
Women and Men as Superintendents 
The l i t e r a t u r e  on women who have a t t a i n e d  t h e  
supe r in t endency  s u g g e s t s  a myriad of cha l l enges  f a c i n g  t h e  
female  e d u c a t o r  i n  a d m i n i s t r a t i v e  l e a d e r s h i p .  I n  a  
b i o g r a p h i c a l  accoun t  from h e r  pe r spec t i ve  as Chicago ' s  
s u p e r i n t e n d e n t  of s c h o o l s  i n  1909, E l l a  Flagg Young 
p r e d i c t e d  t h a t  women would soon predominate i n  s c h o o l  
a d m i n i s t r a t i o n .  Young based he r  p r e d i c t i o n  on t h e  p r e m i s e  
t h a t  e d u c a t i o n  i s  a woman's n a t u r a l  f i e l d ,  and women would 
n o t  be  s a t i s f i e d  do ing  t h e  l a r g e r  p a r t  of t h e  work w h i l e  
be ing  den i ed  i t s  l e a d e r s h i p .  However, Hansot and  Tyack 
(1981)  have  d e s c r i b e d  t h e  golden age f o r  women s c h o o l  
a d m i n i s t r a t o r s  a s  a dream d e f e r r e d .  Cu r r en t  s t u d i e s  s u g g e s t  
t h a t  t h e  dream has  n o t  y e t  a r r i v e d  even though women 
con t i nue  t o  dominate t h e  educa t ion  f i e l d .  For t h e  m a j o r i t y  
of p o s i t i o n s  a v a i l a b l e ,  women have f a i l e d  t o  overcome gende r  
b a r r i e r s  i n  c l a iming  t h e i r  s h a r e  i n  a d m i n i s t r a t i v e  
l e a d e r s h i p  v i a  t h e  super in tendency.  
E f f o r t s  t o  unders tand  t h e  r e l a t i o n s h i p  between gende r  
and s choo l  a d m i n i s t r a t i o n  have u s u a l l y  focused on e x p l a i n i n g  
t h e  l i m i t e d  numbers of women a d m i n i s t r a t o r s .  In  1994 6 %  of  
t h e  s u p e r i n t e n d e n t s  were  women (Chase & B e l l ,  1 9 9 4 ) .  O t h e r  
r e s e a r c h  h a s  focused on d i f f e r e n c e s  between men and women i n  
s i n g l e  r o l e  o c c u p a t i o n s ,  c a r e e r  pa th ,  s t e r e o t y p i n g ,  and 
mentorship .  These r o l e  i s s u e s ,  however, are moot given t h e  
background and performance of c u r r e n t  women super in tendents  
who have g r e a t e r  classroom exper ience ,  have been higher  
a c h i e v e r s  than  men academically,  and a r e  viewed by t h e i r  
s t a f f s  a s  s l i g h t l y  s t r o n g e r  than males on many dimensions of 
l e a d e r s h i p  ( E s t l e r ,  1 9 7 5 ;  F i s h e l  & P o t t k e r ,  1977 ; 
Shakeshaf t ,  1 9 8 7 ) .  
Eagly e t  a l .  ( 1992) reviewed s t u d i e s  regard ing  r e sea rch  
i n t o  sex d i f f e r e n c e s  and l eade r sh ip  s t y l e  i n  s choo l s .  The i r  
review w a s  s p e c i f i c  t o  s t u d i e s  t h a t  had analyzed t h e  t h r e e  
most f r equen t ly  researched a s p e c t s  of  l e a d e r s h i p  s t y l e :  
i n t e r p e r s o n a l  o r i e n t a t i o n ,  t a s k  o r i e n t a t i o n ,  and 
p a r t i c i p a t i v e  vs . d i r e c t i v e  dec i s ion  making. T h e i r  s y n t h e s i s  
i n d i c a t e d  t h a t  t h e  most s u b s t a n t i a l  s e x  d i f f e r e n c e  was t h e  
tendency f o r  female super in tendents  t o  l e a d  i n  a more 
democrat ic  and l e s s  a u t o c r a t i c  s t y l e  than d id  male 
a d m i n i s t r a t o r s .  Women tended t o  a c t  i n  a  c o l l e g i a l  manner 
and a c t i v e l y  extended i n v i t a t i o n s  t o  o t h e r s  t o  p a r t i c i p a t e  
i n  d e c i s i o n  making. There w a s  n e g l i g i b l e  ev idence  of 
d i f f e r e n c e s  i n  e i t h e r  i n t e r p e r s o n a l  o r i e n t a t i o n  o r  t a s k  
o r i e n t a t i o n .  
In ano the r  s tudy  examining t h e  d i f f e r e n c e s  and 
s i m i l a r i t i e s  i n  how women and men a d m i n i s t r a t o r s  view t h e  
competency demands of t h e i r  jobs, E s t l e r  ( 1987  ) adminis tered 
t h e  Maine School Adminis t ra tor  Competency Survey, 1986, t o  
a l l  supe r in t enden t s  i n  t h e  s t a t e .  The response  r a t e  was 66% 
o f  a l l  supe r in t enden t s  ( 1 0 0 %  of f emale  supe r in t enden t s  
r e s p o n d e d ) .  While most r e s u l t s  w e r e  s t a t i s t i c a l l y  
i n s i g n i f i c a n t  , women demonstrated h i g h e r  pe r ce ived  
competency demands a c r o s s  a d m i n i s t r a t i v e  r o l e s  . The few 
areas i n  which women scored  s i g n i f i c a n t l y  h i g h e r  than  men 
were  on peop l e - r e l a t ed  and c o g n i t i v e  competencies  and 
a t t r i b u t e s  ( c o n c e p t u a l i z a t i o n  s k i l l s ,  group d e c i s i o n  making, 
and analysis/problem-solving s k i l l s  ) w h i l e  t h e  a r e a s  i n  
which men w e r e  s co r ed  s i g n i f i c a n t l y  h i g h e r  were r e l a t e d  t o  
" t h i n g s  " ( f a c i l i t i e s  , management, computer usage ,  and 
c o l l e c t i v e  ba rga in ing )  and c o n f l i c t .  
To f u r t h e r  i d e n t i f y  i f  female s u p e r i n t e n d e n t s  had 
p r e f e r e n c e s  f o r  s p e c i f i c  a d m i n i s t r a t i v e  competencies ,  
F r a s h e r ,  Frasher ,  and Hardwick ( 1 9 8 2 )  surveyed 131 female  
s u p e r i n t e n d e n t s .  The responses  r e f l e c t e d  a p r e f e r e n c e  
r e l a t e d  t o  t each ing  and i n t e r p e r s o n a l  r e l a t i o n s ;  most of  
which w e r e  "very  comfo r t ab l e "  wi th  cu r r i cu lum and  
i n s t r u c t i o n ,  s u p e r v i s i o n ,  human r e l a t i o n s ,  p u b l i c  r e l a t i o n s ,  
and personnel  a d m i n i s t r a t i o n .  A d d i t i o n a l l y ,  t h e  responden ts  
were  a l s o  "very  comfor tab le"  with d e c i s i o n  making, budge t ,  
and f i n a n c e .  They were " l e a s t  comfor table"  w i t h  r i s k - t a k i n g ,  
l a w ,  b u i l d i n g s ,  and f a c i l i t i e s .  F r a s h e r  e t  a l .  f u r t h e r  found 
t h a t  t h e  supe r in t enden t s  r e f l e c t e d  a  more t r a d i t i o n a l  
o r i e n t a t i o n  dur ing  ch i ldhood ,  youth, and e a r l y  career 
development and appeared t o  have i n t e g r a t e d  mascu l i ne  modes 
o f  b e h a v i o r  as t h e y  advanced t o  h i g h e r  levels o f  a u t h o r i t y  
and  r e s p o n s i b i l i t y .  
While t h e  p r ev ious  s t u d i e s  (Eag ly  e t  a l . ,  1 9 9 2 ;  E s t l e r ,  
1987;  F r a s h e r  e t  a l . ,  1982) i n d i c a t e  t h a t  women 
s u p e r i n t e n d e n t s  c an  and do f e e l  comfo r t ab l e  i n  t h e  
supe r in t endency  and t h e y  have recognized t h a t  c e r t a i n  
a s p e c t s  o f  t r a d i t i o n a l  management behav io r s  must be acqu i r ed  
t o  assume l e a d e r s h i p  p o s i t i o n s ,  women have no t  found  it 
n e c e s s a r y  t o  f o r ego  t h e  feminine p r i n c i p l e s  of l e a d e r s h i p  
(He lgesen ,  1 9 9 0 )  i n  o r d e r  t o  become s u c c e s s f u l  l e a d e r s .  And 
yet ,  t h e  absence  of women i n  t h e  supe r in t endency  c o n t i n u e s  
t o  b e  a  q u e s t i o n .  
Two decades  a g o  Kanter (1977) sugges t ed  t h a t  t h e  
p a u c i t y  o f  females i n  t o p  execu t ive  p o s i t i o n s  was a t t r i b u t e d  
t o  t h e  s t r u c t u r a l  n i c h e s  of t h e  o r g a n i z a t i o n  a f f e c t i n g  
power, o p p o r t u n i t y ,  and p ropor t ions .  She argued t h a t  women 
a re  n e g a t i v e l y  a f f e c t e d  i n  t h e  d i s t r i b u t i o n  of power, 
o p p o r t u n i t y ,  and numbers. In  terms of formal  s t r u c t u r e ,  t h e  
f e m a l e  a d m i n i s t r a t o r  would have g r e a t e r  formal power and 
o p p o r t u n i t y  t han  female  and male t e a c h e r s  i n  t h e  same 
o r g a n i z a t i o n .  However, r e l a t i v e  t o  a d m i n i s t r a t i v e  p e e r s ,  the 
f e m a l e  s u p e r i n t e n d e n t  i s  by d e f i n i t i o n  a  numer i ca l  m i n o r i t y  
i n  p r o p o r t i o n  t h a t  becomes i n c r e a s i n g l y  small as  g r a d e  
l e v e l s  o r  h i e r a r c h i c a l  l e v e l s  i n c r e a s e  i n  t h e  d i s t r i c t .  
K a n t e r ' s  t h e o r y  s u g g e s t s  t h a t  one would expec t  t o  see gende r  
d i f f e r e n c e s  i n  behav ior  a c r o s s  r o l e s  as a f u n c t i o n  o f  t h e  
p r o p o r t i o n  of women a t  each l e v e l .  As a r e s u l t ,  m a j o r i t y  
g roup  members (male )  a r e  assumed t o  be competent u n t i l  
proven o t h e r w i s e ,  w h i l e  numerical m i n o r i t i e s  ( f e m a l e ) - - t h o s e  
who are d i f f e r e n t  t h a n  t h e  norm--are cons ide r ed  less 
competent  u n l e s s  proven otherwise .  
A s t u d y  by S c h u s t e r  and Foote ( 1 9 9 0 )  would s u g g e s t  t h a t  
n o t  much ha s  changed i n  1 3  yea r s .  Schus te r  and F o o t e  ( 1990 )  
e x p l a i n e d  t h a t  t h e  sma l l  percentage of females i n  t h e  
supe r in t endency  may l ie  i n  t h e  "o ld  boy" network t h a t  h a s  
been fundamenta l ly  grounded i n  s p o r t s .  I n  t h i s  a r e n a ,  t h e  
members may s h a r e  common exper iences ,  i n t e r e s t s ,  ja rgon,  
team l e a d e r s h i p ,  and i n t e r a c t i o n  s t y l e s .  Th i s  ne twork  may 
f a c i l i t a t e  t h e  advancement o f  men and p r e s e n t  l i t t l e  hope t o  
women. The "network" theory  forwarded by S c h u s t e r  and  Foo t e  
(1990)  r e s u l t e d  from s e l f - r e p o r t s  of 7 9 2  male a n d  191  female  
s u p e r i n t e n d e n t s  n a t i o n a l l y  as they  sought  t o  examine why 
women ho ld  o n l y  4 %  of  t h e  na t i on ' s  l o c a l  s choo l  
s u p e r i n t e n d e n c i e s ,  23% of t h e  deputy or a s s i s t a n t  
s u p e r i n t e n d e n c i e s ,  1 2 %  of t h e  secondary schoo l  
p r i n c i p a l s h i p s ,  and 2 9 %  of t h e  e lementary  s c h o o l  
p r i n c i p a l s h i p s .  In  o t h e r  f i nd ings ,  Schus t e r  and F o o t e  ( 1990 )  
found t h a t  women supe r in t enden t s  r e p o r t  h i g h e r  I Q s ,  more 
g r a d u a t e  s c h o o l ,  more e x t e n s i v e  memberships i n  p r o f e s s i o n a l  
o r g a n i z a t i o n s ,  and more exper ience i n  t he  classroom. I n  
a d d i t i o n  t o  these  p r o f e s s i o n a l  a t t r i b u t e s ,  women 
supe r in t enden t s  head w e a l t h i e r  d i s t r i c t s ,  have more females  
on t h e i r  school  boards,  and work longer  hours.  
I n  examining how "ga tekeepers , "  school  board members 
and c o n s u l t a n t s ,  view t h e  female super in tendent  r o l e s  and 
subsequent  ac t ions ,  Chase and Be l l  ( 1 9 9 0 )  argued t h a t  t h e  
ga t ekeepe r s '  exp lana t ion  and d e s c r i p t i o n  of women 's a c t i o n s  
and s i t u a t i o n s  c o n t r i b u t e s  t o  t h e  p e r s i s t e n c e  of men's 
dominance of p o s i t i o n s  of power. Their argument was based 
upon s t e r e o t y p i n g  assumptions of female behavior .  These d a t a  
were drawn from in-depth in te rv iews  of 27 women who w e r e  
K-12  supe r in t enden t s  ac ros s  t h e  na t ion .  In a d d i t i o n ,  50 
ga t ekeepe r s ,  44  school board members (32 men, 1 2  women) and 
6 c o n s u l t a n t s  ( 5  men, 1 woman) w e r e  in terviewed.  They found 
t h a t  most of t h e  ga tekeepers  a r e  p o s i t i v e l y  disposed toward 
women a s  educa t iona l  l e a d e r s .  However, they found t h a t  t h e  
ga t ekeepe r s  d i scourse  supported men's dominance of p o s i t i o n  
of power by f a i l i n g  t o  understand women' s expe r i ences  and 
how t h o s e  exper iences  a r e  expressed.  Chase and B e l l f  s d a t a  
suggested t h a t  i f  t h e  favored percept ion toward women by t h e  
ga t ekeepe r s  were coupled with  recognizing and r e t h i n k i n g  
pe r sona l  ideology and d i s c o u r s e ,  female super intendency 
c a n d i d a t e s  may be a b l e  t o  break t h e  b a r r i e r s  of male 
dominance. 
R e f l e c t i o n  upon t h e s e  f i n d i n g s  s u g g e s t s  t h a t  women 
s u p e r i n t e n d e n t s  may be more s u c c e s s f u l  i n  c e r t a i n  d i s t r i c t s .  
A s t u d y  by S h a r a t t  and Townley ( 1 9 9 1 )  i n v e s t i g a t e d  why 
a d m i n i s t r a t i v e  c a n d i d a t e s  a p p l i e d  f o r  some l e a d e r s h i p  
o p e n i n g s  and n o t  o t h e r s .  Female a p p l i c a n t s  s o u g h t  p o s i t i o n s  
i n  d i s t r i c t s  t h a t  a c t i v e l y  r e c r u i t e d  f e m a l e s ,  p r o v i d e d  
p r o f e s s i o n a l  growth,  o f f e r e d  c o m p e t i t i v e  s a l a r i e s ,  a l l o w e d  
f o r  a g r e a t e r  d e g r e e  of autonomy, and had a " p r o a c t i v e "  
b o a r d  of d i r e c t o r s .  O the r  f a c t o r s  t h a t  w e r e  c o n s i d e r e d  w e r e  
g e o g r a p h i c a l  l o c a t i o n ,  q u a l i t y  of  l i f e  a s s o c i a t e d  w i t h  t h e  
new l o c a t i o n ,  and g r e a t e r  s t a t u s  found i n  t h e  new p o s i t i o n .  
S h a r a t t  and  D e r r i n g t o n  ( 1 9 9 3 )  expanded t h e  r e s e a r c h  t o  
i d e n t i f y  t h e  c h a r a c t e r i s t i c s  of  a d i s t r i c t  t h a t  encouraged  
f e m a l e s  t o  a p p l y  a n d  t h e  i d e n t i f i e d  b a r r i e r s  which p r e v e n t e d  
f e m a l e s  from a t t a i n i n g  t h e  s u p e r i n t e n d e n c y .  T h e i r  f i n d i n g s  
s u g g e s t e d  f i v e  common a t t r i b u t e s  of a d i s t r i c t  which i s  
l i k e l y  t o  " a t t r a c t "  o r  have a " s t r o n g w  i n f l u e n c e  on a 
f e m a l e  ' s w i l l i n g n e s s  t o  a p p l y  f o r  t h e  s u p e r i n t e n d e n c y .  I n  
r a n k  o r d e r ,  t h e y  a r e :  
1. A good match between t h e  d i s t r i c t  needs ,  
c a n d i d a t e ' s  s k i l l s ,  and a b i l i t i e s  
2 .  S t a b l e ,  v i s i o n a r y ,  p r o a c t i v e  boa rd  
3 .  A b i l i t y  t o  implement new programs 
4 .  S t a b l e  f i n a n c i a l  ou t look  f o r  t h e  d i s t r i c t  
5 .  P o t e n t i a l  f o r  d i s t r i c t  s u c c e s s  i s  good 
To t h e  e x t e n t  t h a t  i n s t i t u t i o n s  and t h e  ga tekeepers ,  
who encourage women superintendents t o  apply f o r  
super in tendencies ,  r e f l e c t  t h e  absence of d i sc r imina t ion  on 
t h e  b a s i s  of sex ,  women superintendents should expect  t o  
exper i ence  chal lenges i n  overcoming t h e  s t r e n g t h  of c u l t u r a l  
t r a d i t i o n s ,  t h e  slowness of i n s t i t u t i o n a l  change, and t h e  
"o ld  boyst network" which have h i s t o r i c a l l y  presented  s t e e p  
b a r r i e r s  f o r  h i g h l y  qua l i f i ed  women. 
Summary 
Only wi th in  t h e  l a s t  two decades has l e a d e r s h i p  from a  
feminine pe r spec t ive  come t o  the f o r e f r o n t .  P r i o r  t o  1 9 7 4 ,  
t h e  l i t e r a t u r e  was almost exclusively dominated by masculine 
approaches.  Theory, research, and t r a i n i n g  programs f o r  
l e a d e r s h i p  of t h e  superintendency have genera l ly  excluded 
female pe r spec t ives .  Now, more than eve r  before ,  a  new s t y l e  
of l eade r sh ip  i s  being ca l led  f o r  i n  today ' s  schools  
emphasizing team work, col laborat ion,  v i s i o n ,  and 
i n s t r u c t i o n a l  improvement. Therefore, t h e  impl i ca t ions  f o r  
ana lyz ing  t h e  r o l e s  of t h e  superintendent from a 
t r ans fo rmat iona l  leadersh ip  perspec t ive  would c o n t r i b u t e  the  
knowledge necessary t o  ensure t h a t  q u a l i t y  schools  a r e  
r e spons ive  t o  t h e  challenges of t h e  next  century .  Moreover, 
t h e  r o l e s  t h a t  women and men superintendents  perform a s  
t r a n s f  ormational l e a d e r s  w i l l  become more c r i t i c a l  i n  
val ida t ing  feminine leadership principles and e l iminat ing 
bar r ie rs  t o  women i n  educational leadership. 
Chapter 3 
METHOD 
In t roduc t ion  
The major  purpose of  t h e  s t u d y  was t o  ana lyze  t h e  
l e a d e r s h i p  r o l e s  r e p o r t e d  by p r a c t i c i n g  K-12 p u b l i c  s choo l  
s u p e r i n t e n d e n t s .  A secondary  purpose w a s  t o  f i n d  t o  what 
e x t e n t ,  i f  any, women s u p e r i n t e n d e n t s  p r a c t i c e d  l e a d e r s h i p  
r o l e s  d i f f e r e n t l y  t han  men. Accordingly,  t h i s  s t u d y  
add re s sed  t h e  fo l l owing  r e s e a r c h  ques t i ons  : 
1. What do s u p e r i n t e n d e n t s  d e s c r i b e  as t h e  l e a d e r s h i p  
r o l e s  t h e y  p e r f  o m ?  
2 .  Which l e a d e r s h i p  roles d o  supe r in t enden t s  c o n s i d e r  
most impor tan t  t o  t h e  s u c c e s s f u l  performance of 
t h e i r  job? 
3 .  How do  t h e  p e r c e p t i o n s  o f  l e a d e r s h i p  r o l e s  d i f f e r  
between male and  female p r a c t i c i n g  s u p e r i n t e n d e n t s ?  
S tudy  Design 
The m a j o r i t y  o f  t h i s  d e s c r i p t i v e  s t udy  used a  d e s i g n  
focused  o n  i d e n t i f y i n g  p e r c e p t i o n s  of l e a d e r s h i p  r o l e s  h e l d  
by  randomly s e l e c t e d  K - 1 2  p u b l i c  school  supe r in t enden t s .  The 
i n i t i a l  p o r t i o n  of t h e  s t u d y  d i scovered  e lements  which w e r e  
t e s t e d  for s i g n i f i c a n c e  th rough  t h e  fo l lowing  n u l l  
h y p o t h e s i s ,  eva lua t ed  a t  t h e  .05  l e v e l  of s i g n i f i c a n c e :  
There  is  an  equa l  performance of  manager ia l ,  i n s t r u c t i o n a l  
l e a d e r s h i p ,  and t r a n s f o r m a t i o n a l  l e a d e r s h i p  roles b y  
s u p e r i n t e n d e n t s .  The second p a r t  of t h e  s t udy  addressed  
r e s e a r c h  q u e s t i o n s  two and t h r e e  by d e s c r i b i n g  op in ions  and 
r e l a t i o n s h i p s ,  n o t  t e s t i n g  them. 
Procedure  
The r e s e a r c h e r  used a mai led  su rvey  q u e s t i o n n a i r e  t o  
c o l l e c t  d a t a .  The d e s c r i p t i v e  survey methodology w a s  
a p p r o p r i a t e  a s  it explored a v a r i e t y  of r e l a t i o n s h i p s  i n  a  
t i m e l y  and  r e l a t i v e l y  economical manner through d a t a  
ob ta ined  from a t t i t u d e s ,  f e e l i n g s ,  o r  r e a c t i o n s  of t h e  
responden ts .  However, a major d i sadvan tage  t o  t h i s  t e c h n i q u e  
was t h a t  t h e  d a t a  are s u s c e p t i b l e  t o  d i s t o r t i o n  th rough  t h e  
i n t r o d u c t i o n  of  b i a s .  Theref o r e ,  procedures used  i n  t h i s  
s t u d y  addressed minimizing b i a s  throughout  t h e  r e s e a r c h  
p roce s s .  
Sampling Procedures  
The popu l a t i on  of t h i s  s t u d y  c o n s i s t e d  of t h e  1994-1995 
membership of t h e  American A s s o c i a t i o n  of School  
Admin i s t r a t o r s  (AASA) .  The AASA o r g a n i z a t i o n  s u p p l i e d  t h e  
l i s t  of names and ad d re s se s  of p a r t i c i p a n t s  f o r  t h i s  s t u d y .  
The 1 9 9 4 - 1 9 9 5  membership inc luded  K - 1 2  d i s t r i c t  and coun ty  
s u p e r i n t e n d e n t s ,  a s s i s t a n t  supe r in t enden t s ,  cu r r i cu lum 
d i r e c t o r s ,  vocat ional- technical  school d i r e c t o r s ,  
educa t iona l  se rv ice  u n i t  super in tendents ,  and s t a t e  
department superintendents.  
The p a r t i c i p a n t s  i n  t h i s  s tudy  were drawn randomly from 
t h e  popula t ion  of t h e  American Associat ion of School 
Adminis t ra tors '  na t iona l  membership. AASA generated a l i s t  
of 2,000 names and addresses from t h e  14,000 membership 
r o s t e r  through random sampling procedures. The r e sea rche r  
then  excluded women and men whose t i t les  i d e n t i f i e d  them i n  
a p o s i t i o n  o t h e r  than  a K - 1 2  superintendent .  When reviewing 
t h e  2,000 names, t h e  researcher  i d e n t i f i e d  1 0 1  women whose 
address  l a b e l  suggested a K - 1 2  superintendent .  Using a t a b l e  
of  random numbers, t he  researcher  i d e n t i f i e d  9 9  men from the  
same l i s t  t o  be included i n  t h e  s tudy whose address  l a b e l  
l i kewise  suggested a K - 1 2  superintendent .  The f i n a l  sample 
s e l e c t e d  was 200 p a r t i c i p a n t s ,  N = 200, using t h i s  
s t r a t i f i e d  random sampling procedure. 
Instrumentation 
The instrument used i n  t h i s  s tudy  was a survey  designed 
by t h e  researcher  and h e r  major p ro fesso r  t o  i d e n t i f y  
supe r in tenden t  perceptions of l eade r sh ip  r o l e s  (Appendix ) . 
The survey cons is ted  of two p a r t s  : 
1. Demographic d a t a  of the  respondents:  
. S t a t e  
. Enrol lment  of t h e  d i s t r i c t  
. Number of  s choo l s  i n  t h e  d i s t r i c t  
. Grade span  of s t u d e n t s  i n  t h e  d i s t r i c t  
. Type o f  d i s t r i c t ,  i. e . ,  urban,  r u r a l ,  suburban  
. Age 
+ Sex 
+ Highes t  educa t i ona l  l e v e l  
. M i l i t a r y  exper ience  
. Years o f  a d m i n i s t r a t i v e  expe r i ence  
. Years o f  c lassroom exper ience  
. Average number of hours/week on  t h e  job 
2 .  Pe r cep t i ons  of  l e ade r sh ip  r o l e s .  Th i s  s e c t i o n  asked 
responden ts  t o  comple te  t h e  fo l lowing responses  : 
( a )  i d e n t i f y  up t o  t e n  l e ade r sh ip  r o l e s  t h e y  pe r fo rm;  
( b )  rank o r d e r  t h e  t o p  f i v e  r o l e s  i n  o r d e r  of impor t ance  t o  
t h e i r  job,  from 1 b e i n g  t h e  most impor tan t  t o  5 ,  and t h e  
amount of  t i m e  s p e n t  performing t h e  r o l e s ;  ( c )  r ank  o r d e r  
t h e  t o p  f i v e  r o l e s ,  from 1 being t h e  most impor t an t  t o  5 ,  
t h e y  would p r e f e r  t o  perform; ( d )  i d e n t i f y  what p r e v e n t s  
them from performing t h a t  r o l e ;  (e)  d e s c r i b e  a n  e f f e c t i v e  
s u p e r i n t e n d e n t ;  ( f )  describe what p r even t s  them from being 
e f f e c t i v e ;  and ( g )  i d e n t i f y  up t o  t w o - a r e a s  c r i t i c a l  f o r  
p r o f e s s i o n a l  development.  Respondents w e r e  a l s o  asked  t o  
r e t u r n  a  job d e s c r i p t i o n  i f  a v a i l a b l e .  
Characteristics of the Instrument 
Before administering the instrument to the 
participants, the researcher sought to establish the 
validity and utility of the instrument. Consultation with 
research specialists at Drake University served to establish 
content and face validity. Appropriate content for the 
instrument developed from the research questions and their 
suggestions. To confirm the validity of the instrument, six 
male superintendents of Northern Trails Area Education 
Agency, who have been involved in transformational 
leadership activities, served as subjects for a pilot test 
during the spring of 1 9 9 5 .  In addition, five female 
superintendents in the state of Iowa responded to the pilot 
instrument. Suggestions for revision included statements 
related to wording, length of the survey, clarity and 
specificity of the instructions, and response format. After 
revisions, the researcher submitted the survey (Appendix) 
and a brief description of the procedures to the Drake 
University Human Subjects Review Committee which approved 
the study. 
Collection of Data 
The survey (Appendix) was mailed to the potential 
participants on April 15, 1995 .  A cover letter explained the 
purpose and objectives of the study. A self-addressed 
prepaid envelope, included i n  t h e  mailing, provided f o r  
r e t u r n s .  The r e sea rche r  assigned a  code number (01-200) t o  
each ind iv idua l  and marked t h e  t o p  r i g h t  hand c o r n e r  of each 
survey t o  i d e n t i f y  non-respondents and conduct follow-up 
procedures.  Upon r e c e i p t  of t h e  r e t u r n  survey, t h e  
researcher  marked t h e  p a r t i c i p a n t  l i s t  t o  i n d i c a t e  r e t u r n  of 
t h e  survey. 
The returned mail ings y ie lded  93 responses ( 4 6 % )  of 
which 6 6  (33%)  had usable  d a t a .  The f i r s t  ma i l ing  y ie lded  6 1  
r e tu rns  wi th in  2 1  mai l ing  days.  Of t h e  6 1  r e t u r n s ,  51 had 
usable  d a t a  and 1 0  had no d a t a ,  but  ind ica ted  r easons  f o r  
non-par t ic ipa t ion .  Those reasons included ( a )  no t i m e ,  
( b )  o f f i c e  c losed,  ( c )  non- superintendent,  ( d )  e l e c t e d  
o f f i c i a l  , and ( e  ) superintendent  of an organiza t ion  o t h e r  
than a  K - 1 2  d i s t r i c t .  A second survey sent  t o  
non-respondents on May 6 ,  1995, yielded 20 r e t u r n s  of which 
15 had usable  da ta  and 5 had no da ta  w i t h  s i m i l a r  r easons  
f o r  non-par t ic ipa t ion .  Twelve surveys were r e tu rned  with a  
non-delivered message because of no forwarding a d d r e s s .  The 
f i n a l  sample included 37 males and 29  females. 
The lower response r a t e  may be a t t r i b u t e d  t o  t h e  
d e s c r i p t i v e  nature  of t h e  research using a n a i l e d  
ques t ionnai re  t h a t  i s  an impersonal probe. To i n c r e a s e  
response r a t e ,  n o t i f i c a t i o n  of sponsorship, cover  l e t t e r ,  
l i m i t e d  page ques t ionnai re ,  follow-up, and stamped r e t u r n  
pos tage  were included i n  the procedures of t h i s  study. 
However, t h i s  study was designed t o  inc lude  a  n a t i o n a l  
sample i n  which pe r sona l i za t ion  ( Y u  & Cooper, 1983)  was 
l i m i t e d .  Resul t s  from census p r e t e s t i n g  (Riche, 1 9 8 7 )  
i n d i c a t e d  t h e r e  are  s i g n i f i c a n t  geographic d i f f e rences  i n  
response  r a t e s  due t o  reg ional  a s  wel l  a s  metropol i tan 
v e r s u s  r u r a l  respondents.  Likewise, Goyder ( 1 9 8 2 )  suggested 
t h a t  response r a t e s  a r e  r e l a t e d  t o  c u l t u r a l  and subcu l tu ra l  
( e . g .  Hispanics,  Afro-American) d i f f e rences :  v a r i a b l e s  t h a t  
were no t  addressed i n  t h i s  s tudy.  In ano the r  s tudy,  
Yammarino, Skinner, and Childers ( 1 9 9 1  ) suggested t h a t  
response  r a t e s  i n  mailed surveys are a f f e c t e d  by s i t u a t i o n a l  
f a c t o r s ,  knowledge, e x p e r t i s e ,  and i n d i v i d u a l  p e r s o n a l i t y  
c h a r a c t e r i s t i c s .  These f a c t o r s  were accounted f o r  i n  
respondents f  reasons f o r  non-part ic ipat ion i n  t h i s  s tudy.  
Analysis of Data 
The majori ty  of t h i s  s tudy  w a s  d e s c r i p t i v e  i n  na tu re .  
The r e sea rche r  used d e s c r i p t i v e  s t a t i s t i c s ,  frequency counts 
and percentages,  and chi-square where a p p r o p r i a t e  t o  
s t r e n g t h e n  the  emerging desc r ip t ions  o f  l eade r sh ip  r o l e  
pe rcep t ions  and t h e  s ign i f i cance  of those  d e s c r i p t i o n s .  For 
t h e  purpose of t h i s  s tudy ,  t h e  researcher  followed the 
f 01 lowing chronological sequence of d a t a  a n a l y s i s  (Babbie , 
1 9 7 3 )  : 
1. Organizing, coding, and e d i t i n g  t h e  d a t a .  The 
r e s e a r c h e r  organized t h e  data  t o p i c a l l y ,  reviewing and 
n o t i n g  quest ions and comments. Data was categorized i n t o  
t h r e e  a reas :  managerial, i n s t r u c t i o n a l  leadersh ip ,  and 
t ransformat ional  leadersh ip  r o l e s .  
2 .  Generating conceptual ca t egor i e s .  Categorizing,  a 
form of content  ana lys i s ,  aided t h e  r e sea rche r  i n  
i d e n t i f y i n g  t h e  prominent themes from t h e  d a t a  t h a t  have 
meaning f o r  t h e  researcher  p a r t i c i p a n t s .  T h e  researcher  used 
a n  i n t u i t i v e  process t o  determine whether a d e s c r i p t i o n  f e l t  
l i k e  another ;  t h a t  i s ,  whether t h e  content  of one 
d e s c r i p t i o n  was s i g n i f i c a n t l y  a l i k e  another  t o  p lace  i n  t h e  
same category.  For example, "developing a budget" and 
" respons ib le  f o r  t h e  d i s t r i c t ' s  f inances"  were enough a l i k e  
t o  be  entered under the  same category.  The r e sea rche r  
e n t e r e d  u n i t s  i n  t h e  computer f o r  t h e  purpose of 
ca tegor i z ing  t h e  d a t a .  
3 .  Cleaning t h e  d a t a .  The r e sea rche r  approached t h e  
data with skepticism i n  order t o  ensure c r e d i b i l i t y  and 
use fu lness .  The researcher  searched tfirough t h e  d a t a  by 
computer t o  s o r t  o u t  the ca tegor ies  developed from t h e  d a t a .  
During t h i s  process,  questions were noted dur ing  t h e  coding. 
To check t h e  coding, t h r e e  s t a f f  members of Northern T r a i l s  
Education Agency who have been involved i n  t ransformational  
l e a d e r s h i p  coded the  d a t a  independently on a random sample 
( N  = 2 4 )  of returned surveys. These sepa ra te  codings yielded 
a n  o v e r a l l  i n t e r r a t e r  agreement of 84%.  I n  add i t ion ,  a  
super in tendent  who was i n v i t e d  t o  p a r t i c i p a t e  i n  the  p i l o t  
s tudy  independently reviewed t h e  coding f o r  an i n t e r r a t e r  
agreement of 87 % . 
4 .  Constructing s c a l e s  o r  indexes.  The researcher  
cons t ruc ted  a  format t o  i d e n t i f y  t h e  importance of 
l e a d e r s h i p  r o l e s  t o  respondents from 1 being t h e  most 
important  t o  5 being the  l e a s t  important.  I n  response t o  t h e  
d e s c r i p t i v e  quest ions,  it was determined t h a t  t h e  
p r e s e n t a t i o n  of data  would follow t h e  most f r equen t ly  
mentioned response. 
5 .  Conducting s t a t i s t i c a l  a n a l y s i s .  A s  a test  of 
e x t e r n a l  v a l i d i t y ,  t h e  chi-square t e s t  f o r  goodness of f i t  
was used t o  compare t h e  observed frequencies  of performance 
r o l e  c a t e g o r i e s  with t h e  t h e o r e t i c a l  expected frequencies  of 
r epor t ed  role performance. The researcher  a l s o  analyzed t h e  
d e s c r i p t i v e  da ta  through d e s c r i p t i v e  s t a t i s t i c s  of frequency 
counts  and percentages t o  i d e n t i f y  the  e x t e n t  t o  which 
d i f f e r e n c e s  e x i s t  i n  l eade r sh ip  r o l e s  between m a l e  and 
female superintendents .  
5 .  Writ ing t h e  r e p o r t  by documenting the  procedures 
used t o  code, c l ean ,  s c a l e ,  and a n a l y z e  t h e  d a t a .  The 
r e s e a r c h e r  repor ted  t h e  d a t a  by summarizing the d e s c r i p t i v e  
d a t a  t o  l i n k  theo ry  and p r a c t i c a l  a p p l i c a t i o n  o f  t h e  
r e sea rch  f ind ings  . 
Limi ta t ions  
The s tudy  had t h e  following l i m i t a t i o n s :  
1. The survey was l imi t ed  i n  i ts scope and may no t  
have i d e n t i f i e d  t h e  f u l l  range of pe rcep t ions  about 
t h e  i s s u e s  r e l a t e d  t o  t h e  t o p i c  
2 .  The d a t a  represen ted  the percep t ions  of 
super in tendents  a t  t h e  t ime of  d a t a  c o l l e c t i o n  
3 .  The g e n e r a l i z a b i l i t y  of t h e  s tudy  i s  l i m i t e d  by t h e  
response number and  l oca t ion  of respondents .  
Chapter 4 
ANALYSIS OF DATA 
Introduction 
Data w e r e  co l l ec ted  through survey methodology from 
p a r t i c i p a n t s  i n  a s tudy  of leadersh ip  r o l e s  a s  repor ted  by 
p r a c t i c i n g  K - 1 2  publ ic  school superintendents .  The f indings 
of t h i s  s tudy  a r e  presented i n  f i v e  sec t ions :  
Demographic Data of Respondents 
Leadership Roles 
Importance of Leadership Roles 
Percept ions of What Const i tu tes  an E f f e c t i v e  
Superintendent 
Profess ional  Development Needs 
Demographic Data of Respondents 
Demographic d a t a  from t h e  survey ins t rument  were 
t a b u l a t e d  and compiled i n t o  t a b l e s .  The d i s t r i b u t i o n  of t h e  
sample i n  Table 1 shows t h a t  respondents r e p r e s e n t e d  2 2  of 
t h e  5 0  s t a t e s .  The g r e a t e s t  percentage of respondents ,  12%, 
were from t h e  s t a t e s  of Alabama and Arizona r e s p e c t i v e l y .  
Fourteen o t h e r  s t a t e s  a l s o  had more than one respondent .  
T a b l e  1 
P e r c e n t a q e s  of S u p e r i n t e n d e n t s  by S t a t e  
State 
Males Females Total 
n Percent n Percent n Percent 
Alaska 
Alabama 
Arkansas 
Arizona 
California 
Iowa 
Illinois 
Maine 
Michigan 
Mississippi 
Montana 
Nebraska 
New Hampshire 
New Jersey 
New York 
North Dakota 
Ohio 
Oklahoma 
Oregon 
Tennessee 
Texas 
Virginia 
The data i n  Table 2 r e v e a l  t h a t  1 4 %  of male r e s p o n d e n t s  
were f r o m  Alabama w h i l e  Montana had t h e  most f e m a l e  
Tab le  2 
Pe r cen t aqes  of Male and Female Supe r in t enden t s  by S t a t e  
S t a t e  
Males 
n P e r c e n t  
Females 
n P e r c e n t  
-- 
Alaska  3 8% 1 3 %  
Alabama 5 1 4 %  3 10% 
Arkansas 1 3% -- 0% 
Arizona 4 11% 4 1 4 %  
C a l i f o r n i a  2 5% 1 3% 
Iowa 2 5% -- 0% 
I l l i n o i s  1 3% -- 0% 
Maine 1 3% -- 0% 
Michigan 3 8% -- 0% 
M i s s i s s i p p i  1 3% -- 0% 
Montana - - 0% 5 1 7 %  
Nebraska 1 3% 2 7 % 
New Hampshire 1 3% -- 0% 
New Jersey 1 3% 1 3% 
New York 2 5% 2 7 % 
North Dakota -- 0% 1 3% 
Ohio 3 8% 3 10% 
Oklahoma 2 5% 2 7 % 
Oregon 2 5% 2 7 % 
Tennessee -- 0% 1 3% 
Texas 2 5% -- 0% 
V i r g i n i a  -- 0% 1 3 %  
r e sponden t s ,  1 7 % .  M a l e  r e sponden ts  were n o t  r ep r e sen t ed  i n  
f o u r  s t a t e s :  Montana, North Dakota, Tennessee,  and V i r g i n i a .  
Responses w e r e  n o t  ob ta ined  from females  i n  e i g h t  s tates:  
Arkansas,  Iowa, I l l i n o i s ,  Maine, Michigan, M i s s i s s i p p i ,  New 
Hampshire, and Texas. Thus, t h e  d a t a  provided no comparison 
by gender  and l o c a t i o n .  
The d a t a  i n  Tab le  3 showed t h a t  t h e  g r e a t e s t  pe r cen t age  
o f  r esponses ,  20%, w e r e  from responden ts  i n  d i s t r i c t  s i z e  of 
1 , 0 0 0  t o  1 , 9 9 9  fo l lowed c l o s e l y  by 1 7 %  of responden ts  from 
d i s t r i c t  s i z e  of 600 t o  9 9 9 .  Only 5% o f  responden ts  
r e p r e s e n t e d  d i s t r i c t s  o f  25 ,000  o r  more. 
T a b l e  3 
Pe r cen t aqes  of Super in tenden t s  by D i s t r i c t  S i z e  
Enrollment 
Males Females T o t a l  
n Percent n Percent n Percent 
25 ,000  or  more 1 2% 2 3% 3 5% 
2 9 9  a n d  l e s s  2 3X 2 3% 4 62 
NA - - O X  1 2% 1 2% 
When t h e  p e r c e n t a g e s  of r e sponden t s  were  f u r t h e r  
a n a l y z e d  by g e n d e r ,  t h e  d a t a  i n  Tab le  4 r e v e a l e d  t h a t  more 
females ,  66%, r e p r e s e n t e d  d i s t r i c t s  of 1 , 0 0 0  or qreater 
compared t o  males, 52%, who r e p r e s e n t e d  d i s t r i c t s  of 1 , 0 0 0  
o r  q r e a t e r .  
T a b l e  4 
P e r c e n t a q e s  o f  Male and Female S u p e r i n t e n d e n t s  by D i s t r i c t  
S i z e  
Males F e m a l e s  
Enro l lmen t  n Percent  n P e r c e n t  
-- 
25,000 o r  more 
10,000 t o  24,999 
5,000 t o  9,999 
3,000 t o  4,999 
2,000 t o  2,999 
1,000 t o  1,999 
600  t o  9 9 9  
300  t o  5 9 9  
299 and less  
NA 
D i s t r i c t  s i z e  w a s  a l s o  r e l a t e d  t o  t h e  number of 
b u i l d i n g s  i n  t h e  d i s t r i c t .  The d a t a  i n  T a b l e  5 i n d i c a t e d  
t h a t  an  e q u a l  p e r c e n t a g e ,  1 8 % ,  of ma les  and femal.es had  3 t o  
5 bu i ld inqs  i n  the  d i s t r i c t .  Those responses r e p o r t i n g  2 and 
less bu i ld inqs ,  17%, were a l l  f r o m  male respondents.  
Table  5 
Percentaqes of Superintendents by Number of Schools i n  
D i s t r i c t  
Males Females Total 
Number of Schools n Percent n Percent n Percent 
25 or more 3 5% 6 9% 9 14% 
2 and l e s s  11 17% - - O X  11 17% 
The d a t a  i n  Table 6 showed t h a t  t h e  g r e a t e s t  percentage 
of males, 3 2 % ,  and females, 41%, had 3 t o  5 b u i l d i n q s  i n  the 
d i s t r i c t .  I n  a d d i t i o n ,  more females, 21%, had 2 5  o r  more 
schools  i n  t h e  d i s t r i c t  as compared t o  8% o f  males, whereas 
3 0 %  of t h e  males had 2 and less bui ld ings  compared t o  no, 
0 8 ,  females.  This d a t a  was  cons i s t en t  with the  d a t a  i n  
Tables  4 and 5 where females w e r e  from l a r g e r  d i s t r i c t s .  
T a b l e  6 
P e r c e n t a q e s  of Male and Female S u p e r i n t e n d e n t s  bv Number o f  
S c h o o l s  i n  D i s t r i c t  0 
Males 
Number of Schoo l s  n P e r c e n t  
Females 
n P e r c e n t  
25 o r  more 3 8% 6 21% 
1 8  to  2 4  4 11% 1 3% 
1 2  to  23 5 14% 4 14% 
6 t o  11 2  5% 5  1 7 %  
3 t o  5 1 2  32% 1 2  41% 
2 and less 11 30% -- 0% 
NA - - 0% 1 3% 
The d a t a  i n  T a b l e  7 i n d i c a t e d  t h a t  t h e  g r e a t e s t  
p e r c e n t a g e ,  5 5 % ,  of  r e s p o n d e n t s  were f rom PreK-12 d i s t r i c t s ,  
f o l l o w e d  by r e s p o n d e n t s  from K-12 d i s t r i c t s ,  3 3 % .  Those 
i n d i c a t i n g  a d i f f e r e n t  g r a d e  span i d e n t i f i e d  a  PreK(K) -8,  
9 % ,  a n d  a  PreK(K)-9, 2%, o r g a n i z a t i o n a l  s t r u c t u r e .  N o  
r e s p o n s e s  were o b t a i n e d  from s u p e r i n t e n d e n t s  from 9-12 
d i s t r i c t s  . 
When gender  w a s  compared by t h e  g r a d e  span  of  t h e  
d i s t r i c t ,  t h e  d a t a  (see T a b l e  8 )  showed t h a t  65% of t h e  m a l e  
r e s p o n s e s  were from t h e  PreK-12 d i s t r i c t s  as compared t o  41% 
o f  t h e  f ema les .  More f e m a l e s ,  17%, were f rom d i s t r i c t s  w i t h  
a PreK(K)-8 or PreK(K)-9 organizational structure than 
males, 5%. 
Table 7 
Percentaqes of Superintendents by Grade Span - of Students in 
District 
Males Females Total 
Grade  Span n P e r c e n t  n P e r c e n t  n P e r c e n t  
- 
PreK-12 24 36% 1 2  18% 36 55% 
K-12 11 1 7 %  11 17% 22 33% 
PreK (K-8) 2 3% 4 6% 6 9% 
9-12 - - O X  - - 0% - - 0% 
O t h e r  - - O X  1 2% 1 2% 
Table 8 
Percentaqes of Male and Female Superintendents by Grade Span 
of Students in District 
Grade Span 
Males 
n Percent 
Females 
n Percent 
PreK- 12 
K-12 
PreK ( K - 8 )  
9-12 
O t h e r  
NA 
The data i n  Table 9 showed t h a t  t h e  g r e a t e s t  
percentage,  80%, of respondents were from r u r a l  schools.  
Only 3% of t h e  respondents w e r e  from urban schools .  
Table 9 
Percentaqes of Superintendents by Type of D i s t r i c t  
Males Females Total 
District Type n Percent n Percent n Percent 
Urban 
Suburban 
Rura l  
NA 
Likewise, t h e  data  i n  Table 1 0  ind ica ted  t h a t  t h e  g r e a t e s t  
percentage of male respondents, 84%, and female respondents,  
7 6 % ,  were from r u r a l  schools. 
Table  1 0  
Percentaqes of Male and Female Superintendents by Type of 
D i s t r i c t  
D i s t r i c t  Type 
Males 
n Percent 
Females 
n Percent 
Urban 
Suburban 
Rural  
NA 
The d a t a  i n  Table 11 revealed t h a t  4 1 %  of the 
respondents were ages 40  t o  4 9 ,  53% were from 5 0  t o  59, 5 %  
w e r e  from 6 0  t o  6 9 ,  and 2% were over t h e  ape o f  7 0 .  N o  
responses  were obtained from respondents who w e r e  less than 
40  years  o ld .  
Table 11 
Percentases  of Superintendents by Aqe 
Males Fema 1 e s T o t a l  
n Percent n P e r c e n t  n Percent 
When responses of males and females were compared, t h e  
d a t a  i n  Table 1 2  indicated t h a t  43% of the males a n d  38% of 
t h e  females were ages 4 0  to 4 9 .  There was l i t t l e  d i f f e r e n c e  
between males and females in  the age 50 t o  5 9  ca tegory ,  5 4 %  
and 5 2 %  r e s p e c t i v e l y .  Seven percent ( 7 % )  of the females were 
6 0  t o  69  as compared t o  3% of the males. One f e m a l e  
respondent  ( 3% ) , indicated an age of 7 0  or  s r e a t e r .  However, 
t h e r e  was l i t t l e  d i f fe rence  between t h e  average ages of 5 2  
f o r  males and 53 f o r  females 
Tab le  1 2  
Percen taqes  of Male and Female Super intendents  bv A a e  
Males Females 
Age n Percen t  n  Pe rcen t  
The d a t a  i n  Table 13  i n d i c a t e d  t h a t  12% of t h e  
respondents  held  a county super in tendency .  Respondents no ted  
t h i s  p o s i t i o n  i n  t h e  survey r e t u r n s .  O f  t he se  respondents ,  
7 5 %  were female and 25% were male.  Respondents a l s o  
i n d i c a t e d  t h a t  t he  county super in tendency  was e i t h e r  an 
e l e c t e d  p o s i t i o n  o r  connected wi th  county government for t h e  
purpose of  overseeing school  manager ia l  t a s k s .  
Table  1 3  
Percentaqes  of Super in tendents  bv D i s t r i c t  o r  County 
Sex 
Males Females To ta l  
n Percent n Percent n Percent 
D i s t r i c t  superintendent 35 60X 23 40% 58 88% 
County superintendent 2 25% 6 75% 8 12% 
When males w e r e  compared w i th  f ema le s ,  t h e  d a t a  i n  
T a b l e  1 4  revealed  t h a t  5% of males and 21% of females  w e r e  
coun ty  supe r in t enden t s .  
Tab l e  1 4  
Pe r cen t aqes  of Male and Female Supe r in t enden t s  by Dis t r ic t  
o r  County 
Sex 
Males Females 
n P e r c e n t  n Pe r cen t  
D i s t r i c t  super in tenden t  35 95% 2 3  79% 
County supe r in t en den t  2 5% 6 21% 
The d a t a  i n  Table  15 showed t h a t  advanced degrees  were 
impor t an t  t o  t h e  super in tendency .  Respondents  r e p o r t e d  
ho ld ing  Super in tenden t ' s  C e r t i f i c a t i o n  o r  6 t h  v e a r  proqram, 
32%,  and a Ph.D. or  Ed.D., 36%. Only 3 %  of t h e  responden ts  
had a Bachelor ' s  deqree, and 8% had a M a s t e r ' s  deqree .  The 
two respondents  w i t h  a  Bache lo r r  s deq ree  i n d i c a t e d  t h a t  t h e y  
w e r e  county  supe r i n t enden t s  . 
When t h e  degrees  h e l d  by males and  f ema le s  w e r e  
compared, t h e  d a t a  i n  Tab le  1 6  i n d i c a t e d  t h a t  38% of t h e  
females rece ived  S u p e r i n t e n d e n t ' s  C e r t i f i c a t i o n  o r  6 th  v e a r  
proqram as compared t o  27% of  males. T h i r t y  two p e r c e n t  
( 3 2 % )  of males earned a n  Educa t iona l  S p e c i a l i s t  deqree  as 
compared t h e  females  . A g r e a t e r  p e r c e n t a g e  of 
females  ( 4 1 % )  earned a  Ph.D. or Ed.D. a s  compared t o  32% of 
males w i t h  a  s i m i l a r  degree. 
Table 15 
Percentaqes of Superintendents by Attainment of Educat ional  
Deqree 
Educat ional  degree 
Males Females Total 
n Percent n  Percent n Percent  
Bache lor ' s  
Mas t e r ' s  superintendent  
c e r t i f i c a t i o n  
Educat ional  s p e c i a l i s t  
Table 1 6  
Percentaqes of Male and Female Superintendents by Attainment 
of Educational Deqree 
Males Females 
Educational degree n Percent n  Percent 
Bachelor s -- 0% 2 7 %  
Superintendent 
c e r t i f i c a t i o n  
Educational spec ia l i s t  
Respondents i d e n t i f i e d  t h e  years  of s e r v i c e  i n  t h e  
m i l i t a r y  and previous adminis t ra t ive  experience.  The  d a t a  i n  
Table 1 7  revea led  t h a t  79% of t h e  respondents had no 
m i l i t a r y  experience.  O f  the 21% of respondents who i n d i c a t e d  
they  had served  i n  t h e  mi l i t a ry ,  9 respondents se rved  1 t o  5 
y e a r s ,  3 served 6 t o  1 0  vears,  and 2 served 1 0  v e a r s  o r  
more. The average length  of se rv ice  f o r  those respondents  -
was 8 yea r s .  
Table 1 7  
Percentaqes of  Su e r in tendents  Who Have Served i n  t h e  
M i l i t a r y  
Military Experience 
Males Females Total 
n Percent n Percent n Percent 
1 4  21% - - OX 14 21% Y e s  
If y e s ,  number of years 
2 - - > 10 years 
Whereas 21% of t h e  male respondents i n d i c a t e d  t h a t  t h e y  had 
m i l i t a r y  experience,  t h e  da ta  i n  Table 1 8  showed t h a t  no 
females ( 0 % )  were i n  t h e  m i l i t a r y .  
Table 18 
Percentaqes of Male and Female Superintendents Who Have 
Served i n  t h e  M i l i t a r y  
Males Females 
M i l i t a r y  Experience n Percent n  Percent  
No 23 62% 29 100% 
1 4  38% -- Y e s  0% 
I f  yes ,  number of yea r s  
2 -- > 10 years  
Experience i n  an admin i s t r a t ive  p o s i t i o n  such as 
superintendent  or  p r i n c i p a l  a l s o  i n £  luences the  performance 
of leadersh ip  r o l e s .  The d a t a  i n  Table 1 9  i nd ica ted  t h a t  58% 
of respondents served i n  the  d i s t r i c t  from 1 t o  4 yea r s ,  23% 
from 5-8 years ,  9 %  from 9-12 yea r s ,  3 %  from 1 3  t o  16 y e a r s ,  
and 8% from 1 6  or  more y e a r s .  Respondents a l s o  repor ted  
o t h e r  adminis t ra t ive  experience i n  a  superintendency i n  
another  d i s t r i c t :  15% served from 1 t o  4 years ,  9 %  served  
5-8 yea r s ,  8% served 9-12 years, 3 %  served 13-16 yea r s ,  and 
5% served 1 6  years o r  more. Service a s  an a s s i s t a n t  
superintendent  included: 1 7 %  served 1 t o  4 yea r s ,  9 %  served  
5-8 years ,  2 %  served 9-12 years, and 0% served 13 years  or  
more. The p r inc ipa l sh ip  accounted f o r  admin i s t r a t ive  
expe r i ence  wi th  2 4 %  se rved  from 1 t o  4 v e a r s ,  18% from 5-8 
y e a r s ,  17% from 9 - 1 2  vears, 3% from 1 3  t o  1 6  y e a r s ,  and 5% 
from 1 6  v e a r s  o r  more. Respondents i n d i c a t e d  ho ld ing  o t h e r  
a d m i n i s t r a t i v e  p o s i t i o n s .  Examples i nc luded  head t e a c h e r ,  
cu r r i cu lum d i r e c t o r ,  and a s s i s t a n t  p r i n c i p a l .  Those s e r v i n g  
i n  t h i s  c a p a c i t y  i n c l u d e d  18% of responden ts  who i n d i c a t e d  
s e r v i c e  of  1 t o  4 y e a r s ,  1 2 %  of 5-8 y e a r s ,  8% o f  9-12 years, 
3% of 13  t o  16 years. This  d a t a  sugges ted  t h a t  most 
r esponden ts  had some t y p e  of p r i o r  a d m i n i s t r a t i v e  
expe r i ence .  
When t h e  pe rcen tages  o f  male and female s u p e r i n t e n d e n t s  
w e r e  compared by years of a d m i n i s t r a t i v e  expe r i ence ,  t h e  
average  l e n g t h  of y e a r s  i n  t h e  super in tendency  i n  t h e  
p r e s e n t  d i s t r i c t  was 4.66 y e a r s  f o r  f emales  and 6.66 y e a r s  
f o r  males.  The d a t a  i n  Table 2 0  showed t h a t  a g r e a t e r  
pe r cen t age  of males w e r e  w i t h  t h e  d i s t r i c t  f o r  9 o r  more 
y e a r s .  More males,  62%,  se rved  i n  o t h e r  d i s t r i c t s  as 
supe r in t enden t s  t h a n  females ,  1 0 % .  The average  l e n g t h  o f  
y e a r s  s e r v i c e  i n  o t h e r  d i s t r i c t s  w a s  4 .33 f o r  f emales  a n d  
7 . 7 4  f o r  males.  However, a g r e a t e r  pe r cen t age  of  f ema le s ,  
3 4 % ,  served as an a s s i s t a n t  s u p e r i n t e n d e n t  t h a n  d i d  males  
( 25% ) . The average  l e n g t h  of  y e a r s  s e r v i c e  f o r  females  as  
a s s i s t a n t  supe r in t enden t  was 4 .81 y e a r s  and 5.6 y e a r s  f o r  
T a b l e  1 9  
P e r c e n t a q e s  of S u p e r i n t e n d e n t s  by Years of A d m i n i s t r a t i v e  
Exper ience 
Years of Admin i s t r a t i ve  
Exper ience 
Males Females To t a l  
n Percen t  n Percen t  n Percen t  
I n  p r e sen t  d i s t r i c t  
1 - 4  y ea r s  19 29% 19  29% 38 58% 
5-8 yea r s  8 12% 7 11% 15 23% 
9-12 y e a r s  5 8% 1 2% 6 9% 
13-16 y e a r s  1 2% 1 2% 2 3% 
> 16 y e a r s  4 7% 1 2% 5 8% 
I n  o t h e r  d i s t r i c t s  
a s  supe r in t enden t  
1-4 yea r s  
5-8 yea r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
A s s i s t a n t  
s upe r in t enden t  
1 - 4  yea r s  
5-8 yea r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
P r i n c i p a l  
1 - 4  yea r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
Other  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
males.  Males served more years a s  a p r i n c i p a l  ( 7 6 % )  than 
females (51%)  . A comparison of t h e  average l eng th  of y e a r s  
s e r v i c e  f o r  females and males was 7 . 3 1  and 6 . 9 6  y e a r s ,  
r e spec t ive ly .  Females had an average length  of y e a r s  service 
i n  another  type  of adminis t ra t ive pos i t ion  such as 
curriculum d i r e c t o r ,  a s s i s t a n t  p r i n c i p a l ,  o r  head t e a c h e r  of 
7 . 1 2  years w h i l e  males averaged 5 . 9 7  years .  
An a n a l y s i s  of classroom experience i n  Table 2 1  showed 
t h a t  a l l  respondents  had 1 o r  more years  of classroom 
experience: 21% from 1 to 4 years ,  24% from 5 t o  8 v e a r s ,  
2 7 %  from 9 to 1 2  y e a r s ,  11% from 13 to 1 6  yea r s ,  11% from 16 
t o  20 years ,  and 6 %  w i t h  20 years or more. 
Percen t aaes  of Male and Female S u ~ e r i n t e n d e n t s  bv Years of 
Admin i s t r a t i ve  Experience 
Years of Adminis t ra t ive  Males Females 
Experience n Percen t  n P e r c e n t  
I n  p r e s e n t  d i s t r i c t  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
I n  o t h e r  d i s t r i c t s  
as super in tendent  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
A s s i s t a n t  
supe r in t enden t  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
P r i n c i p a l  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
Other  
1-4 y e a r s  
5-8 y e a r s  
9-12 y e a r s  
13-16 y e a r s  
> 16 y e a r s  
T a b l e  2 1  
P e r c e n t a q e s  of S u p e r i n t e n d e n t s  bv Years  of Classroom 
Exper i ence  
Years of Classroom 
Experience 
Males Females Total 
n Percent  n Percent n Percent 
< 1 year  
1 t o  4 years  
5 t o  8 years  8 122 8 122 16 24% 
9 t o  1 2  yea r s  
1 3  t o  1 6  yea r s  
1 6  t o  20 yea r s  
> 20 years  - - OZ 4 62 4 6% 
To i d e n t i f y  w h e t h e r  females  spend  more t i m e  i n  t h e  
c l a s s room,  t h e  r e s e a r c h e r  sought  i n f o r m a t i o n  of  p o s t  
c l a s s room e x p e r i e n c e .  The d a t a  i n  T a b l e  2 2  r e v e a l e d  t h a t  38% 
of male r e s p o n d e n t s  were i n  t h e  c l a s s r o o m  from 1 t o  4 vears 
w h i l e  females  r e p o r t e d  a minimum of 5 y e a r s  i n  t h e  
c l a s s room.  No ma les  ( 0 % )  i n d i c a t e d  20  v e a r s  o r  more o f  
c l a s s room e x p e r i e n c e  a s  compared t o  1 4 %  of f ema les  who 
r e p o r t e d  20  years or  more i n  t h e  c l a s s r o o m .  The a v e r a g e  
l e n g t h  of y e a r s  of c l a s s r o o m  t e a c h i n g - w a s  7.55 years f o r  
males  and 1 2 . 9 0  y e a r s  f o r  f e m a l e s .  
Table  22  
Percentaqes  of  Male and Female Superintendents bv Years of 
Classroom Experience 
Years of Classroom 
Experience 
Males Females 
n Percent  n Percent 
< 1 y e a r  -- 0 %  -- 0% 
1 t o  4 yea r s  
5 t o  8 yea r s  8 2 2 %  8 28% 
9 t o  1 2  years 
1 3  t o  1 6  y e a r s  
1 6  t o  20  y e a r s  
> 2 0  years -- 0 %  4 14% 
The superintendency requires  a work week beyond the  
average 4 0  hour  week of many profess ions .  The data i n  Table 
2 3  i n d i c a t e d  t h a t  8 9 %  of the respondents r epor t ed  a work 
week of 50 hours o r  more. One female county super in tendent  
r e p o r t e d  a work week of 8 hours. 
Table 23  
Percentaqes of Superintendents bv Work Hours/Week 
Average Numbers of 
HourslWork Week 
Males Females Total 
n Percent n Percent n Percent 
-- - -- 
< 40 hours 
40  to 44 hours 
45 to 49  hours 
50  to 54 hours 
55 to 59  hours 
60  to 64  hours 
65 to 69 hours 
> than 69 hours 
Likewise, l i t t l e  d i f fe rence  ex i s t ed  between male and 
female super in tendents  regarding the  average 
super in tenden t ' s  work week. The da ta  i n  Table 2 4  showed t h a t  
t h e  job of t h e  respondents demanded long hours. The average 
work week f o r  females was 54 .24  hours. I f  t h e  d a t a  inc luded  
only fu l l - t ime  p o s i t i o n s ,  t h e  females' average work week was 
55 .8  9 hours.  Male respondents reported a s i m i l a r  average 
work week of 5 6 . 5 4  hours.  
Table 24  
Percentaqes of Male and Female Superintendents by Work 
Hours/Week 
Average Numbers of 
~ o u r s / ~ o r k  Week 
Males Females 
n Percent n Percent  
< 4 0  hours 
40 t o  4 4  hours 
45 t o  4 9  hours 
50 t o  54 hours 
55 t o  59 hours 
60 t o  64  hours 
65 t o  6 9  hours 
> than 6 9  hours 
Leadership Roles 
A major purpose of t h e  s tudy was t o  descr ibe  t h e  
l eade r sh ip  r o l e s  of the superintendency. Respondents 
descr ibed  up t o  1 0  r o l e s  they  performed as  a super in tendent .  
The 6 6  respondents provided a t o t a l  of 535 desc r ip t ions  of 
t h e i r  l eade r sh ip  r o l e s .  The researcher  coded t h e  r o l e s  into 
t h e  following ca tegor i e s  : manaqer , i n s t r u c t i o n a l  l eade r ,  or 
t ransformat ional  l eade r .  For example, "si t  on board 
n e g o t i a t i o n s  team" was coded a s  managerial; "coordinate  
academic events /competi t ions"  was coded as  i n s t r u c t i o n a l  
l e a d e r s h i p ;  and, "v i s i on /p l ann ing :  d e c i d i n g  what a c t i v i t i e s  
w i l l  most accomplish t h e  v i s i o n  o f  t h e  d i s t r i c t "  was coded 
as t r a n s f o r m a t i o n a l  l e a d e r s h i p .  During a  d i s c u s s i o n  wi th  t h e  
s u p e r i n t e n d e n t  i n  t h e  p i l o t  s tudy ,  he sugges ted  t h a t  " p u b l i c  
r e l a t i o n s  " and " rev iewing  p r o f e s s i o n a l  l i t e r a t u r e "  are 
common to  a l l  r o l e s .  Thus, t h e  r e s e a r c h e r  developed a  f o u r t h  
c a t ego ry ,  common s round  , t o  inc lude  " p u b l i c  r e l a t i o n s  " and  
" r ev i ewing  p r o f e s s i o n a l  l i t e r a t u r e "  r e sponse s .  
The d a t a  i n  T a b l e  25 showed t h e  f requency o f  r e sponse s  
i n  r ank  o r d e r  a s  t h e y  w e r e  coded i n t o  c a t e g o r i e s .  The 
c a t e g o r y  manager h a d  347 d e s c r i p t i o n s ,  64 .9% of t h e  t o t a l  
r e s p o n s e s .  Respondents most f r e q u e n t l y  r epo r t ed  manager ia l  
r o l e s  of budae t / f inance  (f = 53), pe r sonne l  (f = 39), 
paperwork (f = 35)  , board r e l a t i o n s h i p s  (f = 3 1 ) ,  and a o a l  
s e t t i n q  and p lann inq  (f = 30 ) . The i n s t r u c t i o n a l  l e a d e r s h i p  
c a t e g o r y  r e s u l t e d  i n  56 d e s c r i p t i o n s ,  10 .5% of t h e  t o t a l  
r e s p o n s e s .  I n  t h i s  c a t ego ry ,  r esponden ts  m o s t  f r e q u e n t l y  
r e p o r t e d  i n s t r u c t i o n a l  l e a d e r s h i p  of cu r r i cu lum l e a d e r s h i p /  
development (f = 141, t e ache r / l e ade r / educa to r  (f = 12), a n d  
s t a f f  development, s choo l  v i s i b i l i t v ,  and i n s t r u c t i o n a l  
proqrarnminq (f = 9 ,  r e s p e c t i v e l y ) .  The t r a n s f o r m a t i o n a l  
l e a d e r s h i p  ca t ego ry  had 92 d e s c r i p t i o n s ,  17 .2% o f  t h e  total 
r e s p o n s e s .  Respondents most f r e q u e n t l y  mentioned d e v e l o p i n q  
a common purpose and s h a r e  d e c i s i o n  makinq (f = 11) fo l lowed  
Table 25 
Frequency of Leadership  Role Responses 
Roles 
Frequency 
Total Units Subunits Percentage 
Manager 34 7 
Budget / f inance 53 
Personnel : 39 
Personnel director 
Supervise administrators 
Hiringifiring 
Recruit, select, and evaluate 
Paperwork : 
State and federal reports 
Reports and statistics 
Census preparation 
Teacher certification 
Interpreting reports for public 
Processing paperwork 
Questionnaires, surveys 
Writing grants 
Preparing calendars, schedules 
Board relationships 
Goal setting and planning 
Policy development 
Legal assistance 
Labor/negotiations 
Facility needs 
Responding to complaints 
Legislative involvement 
Attending meetings 
Relationships with staff 
Purchasing 
Community involvement 
Transportation needs 
Liaison with state dept./county 
Maintenance 
Meetings with admin. staff 
Supervision of support staff 
Supervise school events 
Deal with special education 
Professional involvement 
Discipline of students 
Organizing for dissolution 
Hot lunch programming 
Hearings 
Table 25 (Continued) 
Roles 
Frequency 
Total Units Subunits Percentage 
Instructional leader 56 
Curriculum leadership. dev. 14 
Teacherlleaderleducator 12 
Staff development 9 
School visibility 9 
Instructional programming 9 
Coordinating student events 3 
Transformational leader 
Developing common purpose 
Shared decision making 
Strategic planning 
Communications of vision 
Interpersonal support/autonomy 
Visionary, setting climate 
Consensus building 
Cheerleader for school/education 
Group facilitation 
Futurist, new ideaslresearch 
Motivating others 
Inspire, tell school story 
Delegate responsibility 
Role model, teach morals 
Common ground 
Public relations 
Reading professional literature 
c l o s e l y  by s t r a t e q i c  planninq and communications of v i s i o n  
(f = 1 0 ,  r e s p e c t i v e l y )  a s  transformational l e a d e r s h i p  r o l e s .  
The common mound category had 40 desc r ip t ions  r e p r e s e n t i n g  
7 . 5 %  of t h e  t o t a l  response.  Respondents most f r e q u e n t l y  
mentioned p u b l i c  r e l a t i o n s ,  f = 3 7 ,  i n  t h e i r  d e s c r i p t i o n s .  
The researcher  se l ec ted  a chi-square test f o r  "goodness 
of f i t "  t o  t e s t  whether o r  no t  t h e  observed frequencies  of 
l eade r sh ip  r o l e s  a r e  a  "good" f i t  t o  t h e  expected 
f requencies  with the  following hypothesis ,  s t a t e d  i n  the  
n u l l  f  o m  and evaluated a t  t h e  -05 l e v e l  of s igni f icance :  
Hypothesis I 
There i s  an  equal performance of managerial, 
i n s t r u c t i o n a l  leadersh ip ,  and t ransformational  l eade r sh ip  
r o l e s  by superintendents .  
The researcher  conducted the  chi-square t e s t  f o r  
"goodness of f i t "  on t h e  495 responses coded i n  t h e  manaqer, 
i n s t r u c t i o n a l  l eade r ,  a n d  t ransformational  l eade r  
ca tegor i e s .  According t o  the  a n a l y s i s  of t h e  d a t a  ( s e e  Table 
2 2 6 ) ,  X ( 2 ,  g = 4 9 5 )  = 3 0 5 . 0 6 ,  *E < .05 was s i g n i f i c a n t .  
Furthermore, t h e  same t e s t  was s i g n i f i c a n t  a t  t h e  .01 l e v e l .  
The n u l l  hypothesis was t h e r e f o r e  r e j ec ted .  An inspec t ion  of 
t h e  d a t a  revealed t h a t  t h e  manaqer category was t h r e e  t i m e s  
l a r g e r  than the expected frequency. The i n s t r u c t i o n a l  l eade r  
and t r ans f  ormational l e a d e r  ca tegor i e s  were s i g n i f i c a n t l y  
less than  t h e  expected f requencies .  This f inding would 
suggest  t h a t  management r o l e s  have a g r e a t e r  in f luence  on 
superintendent  performance than what one would expect .  
Table 26 
Differences between Manaqerial, I n s t r u c t i o n a l  Leadership, 
and Transf onnat ional  Leadership Roles 
Observed 
Frequency 
Expected 
Frequency 
Manager 
I n s t r u c t i o n a l  l e a d e r  5 6  165 
Transformational l e a d e r  9 2  165 
Importance of Leadership R o l e s  
To i d e n t i f y  r o l e s  which were considered t o  be most 
important t o  t h e  p o s i t i o n  a s  superintendent ,  t he  survey 
quest ions asked respondents t o  desc r ibe  f i v e  r o l e s  i n  rank 
o r d e r  from 1 (h igh)  t o  5 ( l o w ) ,  provide a b r i e f  d e s c r i p t i o n  
as t o  why they were important,  and i d e n t i f y  a n  approximate 
percentage of time t h e  r o l e  was performed. Respondents 
provided varying degrees  of d e s c r i p t i o n  a s  t o  why they  
ranked t h e  r o l e s  important t o  t h e i r  p o s i t i o n .  A second rank 
o r d e r  question obtained da ta  t o  i d e n t i f y  t h e  f i v e  p r e f e r r e d  
r o l e s  of respondents.  A t h i r d  quest ion provided d a t a  
desc r ip t ions  of what prevented the respondent from 
performing the  p re fe r red  r o l e s .  The r e sea rche r  then  analyzed 
t h e  da ta  f o r  gender d i f f e r e n c e s .  For t h e  purpose of 
r e p o r t i n g ,  t h e  a n a l y s i s  inc luded  f r equency  coun t s  i n d i c a t i n g  
how many responden ts  ranked t h e  role f rom 1 t o  5 .  
The d a t a  i n  T a b l e  2 7  i l l u s t r a t e s  t h e  impor tance  of 
r o l e s  t o  t h e  job a s  supe r in t enden t  a s  r anked  by females .  
Frequency coun ts  of 6  and 4 i n d i c a t e d  t h a t  female  
r e s p o n d e n t s  be l i eved  t h a t  p u b l i c  r e l a t i o n s  and 
b u d q e t  / f i n a n c e  were most impor tan t  t o  t h e  p o s i t i o n .  
L ikewi se ,  females r e p o r t e d  t h e s e  two c a t e g o r i e s  most 
f r e q u e n t l y  i n  t o t a l  times mentioned, b u d ~ e t / f i n a n c e ,  fi = 16 ,  
a n d  p u b l i c  r e l a t i o n s ,  f = 1 4 .  Other  r o l e s  c i t e d  o f t e n  by 
f r equency  count  inc lude :  a o a l  s e t t i n q / p l a n n i n q ,  f = 8; board  
r e l a t i o n s h i p s ,  f = 7 ;  s t r a t e ~ i c  p l ann inq ,  f = 6 ;  
i n t e r p e r s o n a l  support/autonomy, f = 4;  and,  
v i s i o n a r y / s e t t i n q  t h e  c l i m a t e ,  f = 4 .  
When male respondents  ranked t h e  impor tance  of r o l e s  t o  
t h e i r  p o s i t i o n ,  t hey  i d e n t i f i e d  budqet / f  i nance  a n d  board 
r e l a t i o n s h i p s  as most impor tan t  w i t h  a  f requency  of 7 and 6 
r e s p e c t i v e l y .  I n  regard  t o  t o t a l  times ment ioned,  t h e  d a t a  
i n  Tab l e  2 8 revea led  t h a t  males i d e n t i f i e d  budqe t / f i nance  
mos t  o f t e n  followed by board r e l a t i o n s h i p s  and p u b l i c  
r e l a t i o n s  w i th  f requency coun ts  of 2 1 ,  13 ,  and 1 2  
r e s p e c t i v e l y .  I n  a d d i t i o n ,  males o f  t e n  c i ted  r o l e s  
c l a s s i f i e d  as pe r sonne l  manaqement, f = 13. Males d i d  n o t  
men t i on  t r a n s f o r m a t i o n a l  l e a d e r s h i p  r o l e s  a s  of t e n  a s  
Table 27 
Frequency of Importance of Leadership Role to the Job 
Reported by Females 
Number of Respondents 
Rating Role 
Roles 
High Low 
Frequency 1 2 3 4 5  
Manager 
Budget / finance 
Personnel : 
Personnel director 
Supervise administrators 
Hiringlf iring 
Recruit, select, and evaluate 
Paperwork : 
State and federal reports 
Reports and statistics 
Census preparation 
Teacher certification 
Interpreting reports for public 
Processing paperwork 
Questionnaires , surveys 
Writing grants 
Preparing calendars, schedules 
Board relationships 
Goal setting and planning 
Policy development 
Legal assistance 
Laborlnegotiations 
Facility needs 
Responding to complaints 
Legislative involvement 
Attending meetings 
Relationships with staff 
Purchasing 
Community involvement 
Transportation needs 
Liaison with state dept, /county 
Maintenance 
Meetings with admin. staff 
Supervision of support staff 
Supervise school events 
Deal with special education 
Professional involvement 
Discipline of students 
Table 27 (Continued) 
Number of Respondents 
Rating Role 
High Low 
Roles Frequenc y 1 2 3 4 5  
Manager (cont. ) 
Organizing for dissolution 
Hot lunch programming 
Hearings 
Instructional leader 
Curriculum leadership 1 dev . 
Teacherlleader /educator 
Staff development 
School visibility 
Instructional programming 
Coordinating student events 
Transformational leader 
Developing common purpose 
Shared decision making 
Strategic planning 
Communications of vision 
Interpersonal support~autonomy 
Visionary, setting climate 
Consensus building 
Cheerleader for school /education 
Group facilitation 
Futurist, new ideasiresearch 
Motivating others 
Inspire, tell school story 
Delegate responsibility 
Role model, teach morals 
Common ground 
Public relations 1 4  
Reading professional literature - - 
Table 28 
Frequency of Importance of Leadership Roles t o  t h e  Job 
Reported by Males 
Roles 
Number of Respondents 
Rating Role 
High Low 
Frequency 1 2 3 4 5  
Manager 
Budget If inance 
Personnel : 
Personnel director 
Supervise administrators 
Hiringlfiring 
Recruit, select, and evaluate 
Paperwork: 
State and federal reports 
Reports and statistics 
Census preparation 
Teacher certification 
Interpreting reports for public 
Processing paperwork 
Questionnaires, surveys 
Writing grants 
Preparing calendars, schedules 
Board relationships 
Goal setting and planning 
Policy development 
Legal assistance 
Labor /negotiations 
Facility needs 
Responding to complaints 
Legislative involvement 
Attending meetings 
Relationships with staff 
Purchasing 
Community involvement 
Transportation needs 
Liaison with state dept . /county 
Maintenance 
Meetings with admin. staff 
Supervision of support staff 
Supervise school events 
Deal with special education 
Professional involvement 
Discipline of students 
Table 28 (Continued) 
Roles 
Number of Respondents 
Rating Role 
High Low 
Frequency 1 2 3 4 5  
Manager (cont . ) 
Organizing for dissolution 
Hot lunch programming 
Hearings 
Instructional leader 
Curriculum leadershipldev. 
Teacher lleaderleducator 
Staff development 
School visibility 
Instructional programming 
Coordinating student events 
Transformational leader 
Developing common purpose 
Shared decision making 
Strategic planning 
Communications of vision 
Interpersonal support/autonomy 
Visionary, setting climate 
Consensus building 
Cheerleader for school/education 
Group facilitation 
Futurist, new ideaslresearch 
Motivating others 
Inspire, tell school story 
Delegate responsibility 
Role model, teach morals 
C ornmon ground 
Public relations 
Reading professional literature 
f e m a l e s .  When they  did, 6 males c i t e d  s t r a t e q i c  p lanninq as 
most  impor tan t  t o  t h e  job. 
Almost e q u a l l y ,  male and female r e sponden t s  mentioned 
q o a l  s e t t i n a  and p l ann inq  (f = 9 ,  f = 8,  r e s p e c t i v e l y )  and 
s t r a t e q i c  p lann inq  (f = 6 ,  f = 6, r e s p e c t i v e l y ) .  I t  may be 
a r g u e d  t h a t  qoa l  s e t t i n a .  and p lann ins ,  a manager ia l  r o l e ,  
a n d  s t r a t e q i c  p lann inq ,  a t r a n s f o r m a t i o n a l  r o l e ,  a r e  
synonymous. However, i n  t h e i r  d e s c r i p t i o n s  of  s t r a t e g i c  
p l ann ing ,  r esponden ts  c l e a r l y  de f ined  t h e  e l emen t s  of  
s t r a t e g i c  planning:  v i s i o n ,  c e n t r a l  m i s s i o n ,  s i t e  p l ann ing ,  
and s e t t i n g  "a goa l  t h a t  i s  worthy of commitment" ( H a m e l  & 
P r a h a l a d ,  1989  ) . 
Although both males and females i d e n t i f i e d  
b u d q e t / f i n a n c e  as  one  of t h e  two most i m p o r t a n t  r o l e s  t o  
t h e i r  p o s i t i o n ,  t h e r e  was a d i f f e r e n c e  i n  t h e  amount of t i m e  
s p e n t  performing t h e  r o l e .  Females r e p o r t e d  t h a t  t h e y  s p e n t  
approx imate ly  1 0 %  of t h e i r  t i m e  i n  b u d q e t / f i n a n c e  r o l e s .  
Males ,  however, d e s c r i b e d  t h a t  t h e y  s p e n t  25% t o  50% of 
t h e i r  t i m e  wi th  budqe t / f inance .  Both males and females  
r e p o r t e d  t h a t  budse t / f i nance  was a n e c e s s i t y  of t h e  job. 
In  comparison, females r epo r t ed  t h a t  t h e y  spent 
approx imate ly  50% of t h e i r  t i m e  pe r fo rming  r o l e s  t h a t  w e r e  
c a t e g o r i z e d  a s  t r a n s f o r m a t i o n a l .  Examples i nc luded  
" c h e e r l e a d e r / n e g o t i a t o r  : keeping p e r s o n n e l  on t a s k  by 
demonstrat ing suppor t  and applauding achievements" and 
"v i s iona ry :  provid ing  focus and d i r e c t i o n  t o  t h e  
o r g a n i z a t i o n . "  Males, on the  o the r  hand, repor ted  t h a t  
t r ans fo rmat iona l  r o l e s  were important t o  perform 
approximately 29% of t h e  t i m e .  ~ x a m p l e s  c i t e d  were 
" f a c i l i t a t o r :  moving t h e  organization i n  thought fu l  ways " 
and " u n i f i e r :  c r e a t i n g  common goals .  " 
The da ta  sugges t  t h a t  job d e s c r i p t i o n s ,  board and 
community expec ta t ions ,  and the na tu re  of t h e  p o s i t i o n  
n e c e s s i t a t e d  t h e  performance of c e r t a i n  r o l e s  which may or  
may not  have been p re fe r red  leadership r o l e s .  To determine 
t h e  p re fe r red  l e a d e r s h i p  ro le s  of the respondents ,  t h e  
r e s e a r c h e r  c o l l e c t e d  d a t a  regarding l eade r sh ip  r o l e  
preference  by ask ing  t h e  respondents t o  i d e n t i f y  and rank 
t h e  t o p  f i v e  r o l e  preferences with 1 being the  most 
impor tan t .  The d a t a  i n  Table 29 i nd ica ted  t h e  frequency of 
p r e f e r r e d  l e a d e r s h i p  r o l e s  reported by females . Most 
f r equen t ly ,  females ranked publ ic  r e l a t i o n s  as  t h e  most 
important r o l e  preference ,  f = 5 ,  followed c l o s e l y  by 
teacher/leader/educator, fi = 4 .  Moreover, an a n a l y s i s  of t h e  
most f requent  r o l e  preference,  a s  ind ica ted  by t h e  t o t a l  
t imes  mentioned, showed t h a t  female respondents  c i t e d  p u b l i c  
r e l a t i o n s ,  f = 13.  Budqet/finance w a s  t h e  second most 
f r e q u e n t l y  mentioned r o l e  preference,  f = 10. Females a l s o  
f r e q u e n t l y  mentioned leadership r o l e  p re fe rences  i n d i c a t i v e  
Table  29 
Frequency of P r e f e r r e d  L e a d e r s h i p  Roles Reported by F e m a l e s  
Roles 
Number of Respondents 
Rating Role 
High Low 
Frequency 1 2 3 4 5  
Manager 
Budgetlfinance 
Personnel: 
Personnel director 
Supervise administrators 
Hiringlfiring 
Recruit, select, and evaluate 
Paperwork: 
State and federal reports 
Reports and statistics 
Census preparation 
Teacher certification 
Interpreting reports for public 
Processing paperwork 
Questionnaires, surveys 
Writing grants 
Preparing calendars, schedules 
Board relationships 
Goal setting and planning 
Policy development 
Legal assistance 
Labor/negotiations 
Facility needs 
Responding to complaints 
Legislative involvement 
Attending meetings 
Relationships with staff 
Purchasing 
Community involvement 
Transportation needs 
Liaison with state dept. /county 
Maintenance 
Meetings with adrnin. staff 
Supervision of support staff 
Supervise school events 
Deal with special education 
Professional involvement 
Discipline of students 
Table 29 (Continued) 
Roles  
Number of Respondents 
Rat ing Role 
High Low 
Frequency 1 2 3 4 5  
Manager ( c o n t .  ) 
Organizing f o r  d i s s o l u t i o n  
Hot lunch programming 
Hearings 
I n s t r u c t i o n a l  l eader  
Curriculum leadersh ip ldev  . 
Teacher/ l e a d e r  /educator  
S t a f f  development 
School v i s i b i l i t y  
I n s t r u c t i o n a l  programming 
Coordinat ing s tudent  even ts  
Transformat ional  l e ade r  
Developing common purpose 
Shared d e c i s i o n  making 
S t r a t e g i c  planning 
Communications of v i s i o n  
In t e rpe r sona l  support/autonomy 
Vis ionary ,  s e t t i n g  c l i m a t e  
Consensus bui lding 
Cheerleader  f o r  s choo l / educa t i on  
Group f a c i l i t a t i o n  
F u t u r i s t ,  new ideas  / r e s e a r c h  
Motivat ing o the r s  
I n s p i r e ,  t e l l  school s t o r y  
Delegate r e s p o n s i b i l i t y  
Role model, teach morals  
Common ground 
Publ ic  r e l a t i o n s  
Reading p ro fe s s iona l  l i t e r a t u r e  
of v a r y i n g  l e a d e r s h i p  s t y l e s  : board r e l a t i o n s h i p s ,  f = 8 ; 
s t r a t e q i c  p lanninq,  f = 8;  teacher/leader/educator, f = 7; 
c h e e r l e a d e r  f o r  s choo l / educa t i on ,  f = 6 ,  and s o a l  s e t t i n q  
and planninq,  f = 6 .  
The d a t a  i n  Tab l e  30 r evea l ed  male responden ts '  
p r e f e r e n c e  for l e a d e r s h i p  r o l e s .  Males ranked budqe t / f i nance  
and p u b l i c  r e l a t i o n s  a s  t h e i r  p r e f e r e n c e  wi th  f requency  
c o u n t s  o f  5 each.  Four respondents  ranked board 
r e l a t i o n s h i p s  and s t r a t e s i c  p lanninq as most impor t an t .  When 
r o l e  p r e f e r ences  are ana lyzed  by l ook ing  a t  t h e  t o t a l  t i m e s  
mentioned,  t h e  most f r e q u e n t  mentioned c a t e g o r i e s  a re  m o s t l y  
manager ia l :  budqe t / f inance ,  f = 19; p e r s o n n e l  manaqement, 
f = 18 ;  board r e l a t i o n s h i p s ,  f = 1 6 ;  p u b l i c  r e l a t i o n s ,  
- 
f  = 1 4 ;  and,  qoa l  s e t t i n q  and p lann inq ,  f = 11. 
- 
When asked what p r even t s  t h e  s u p e r i n t e n d e n t  from 
per fo rming  t h e i r  p r e f e r r e d  r o l e s ,  r e sponden ts  c i t e d  t i m e  as 
t h e  most f requen t  barr ier .  Male and f ema le  responden ts  a l s o  
r e p o r t e d  t h a t  e x p e c t a t i o n s  o f  t h e  board and community t o  
perform more b u s i n e s s - l i k e  r o l e s  were i n t e r f e r i n g  w i t h  
l e a d e r s h i p .  Examples of respondents  ' d e s c r i p t i o n s  i n c l u d e d  
paperwork, handl ing compla in t s ,  board i n t e r f e r e n c e  i n  
management t a s k s ,  a n d  mee t ings .  S i x  s u p e r i n t e n d e n t s  r e p o r t e d  
t h a t  "nothing"  p r even t ed  them from performing t h e i r  r o l e  
p r e f e r e n c e .  Four o f  t h e s e  s i x  s u p e r i n t e n d e n t s  earlier 
d e s c r i b e d  manager ia l  r o l e s  as impor t an t  t o  t h e  job and role 
p r e f e r e n c e .  The o t h e r  two respondents  d e s c r i b e d  bo th  r o l e s ,  
T a b l e  30 
Frequency of P r e f e r r e d  L e a d e r s h i p  Roles R e p o r t e d  by Males 
Roles 
Number of Respondents 
Rating Role 
High Low 
Frequency 1 2 3 4 5  
Manager 
Budgetlf inance 
Personnel : 
Personnel director 
Supervise administrators 
Hiringlfiring 
Recruit, select, and evaluate 
Paperwork : 
State and federal reports 
Reports and statistics 
Census preparation 
Teacher certification 
Interpreting reports for public 
Processing paperwork 
Questionnaires, surveys 
Writing grants 
Preparing calendars, schedules 
Board relationships 
Goal setting and planning 
Policy development 
Legal assistance 
Labor /negotiations 
Facility needs 
Responding to complaints 
Legislative involvement 
Attending meetings 
Relationships with staff 
Purchasing 
Community involvement 
Transportation needs 
Liaison with state dept./county 
Maintenance 
Meetings with admin. staff 
Supervision of support staff 
Supervise school events 
Deal with special education 
Professional involvement 
Discipline of students 
Table 30 (Continued) 
Roles 
Number of Respondents 
Rating Role 
High Low 
Frequency 1 2 3 4 5  
Manager (cont. ) 
Organizing for dissolution 
Hot lunch programming 
Hearings 
Instructional leader 
Curriculum leadership/dev. 
Teacher/leader/educator 
Staff development 
School visibility 
Instructional programming 
Coordinating student events 
Transformational leader 
Developing common purpose 
Shared decision making 
Strategic planning 
Communications of vision 
Interpersonal support/autonomy 
Visionary, setting climate 
Consensus building 
Cheerleader for school/education 
Group facilitation 
Futurist, new ideas /research 
Motivating others 
Inspire, tell school story 
Delegate responsibility 
Role model, teach morals 
Common ground 
Public relations 1 4  5 2 2 2 3  
Reading professional literature 1 1 
importance t o  t h e  job and role preference,  a s  
t ransformational .  One female a l s o  commented, "nothing, w e  
f ind  t i m e  i f  we value  t h e  job." 
Perceptions of What Constitutes 
an Effect ive  Superintendent 
To ob ta in  da ta  regarding perceptions of an  e f f e c t i v e  
superintendent ,  t h e  r e sea rche r  asked t h e  respondents t o  
desc r ibe  an e f f e c t i v e  superintendent .  The da ta  i n  Table 31 
showed t h e i r  responses and what prevented them from being 
e f f e c t i v e .  Six females descr ibed an e f f e c t i v e  superintendent  
a s  an i n s t r u c t i o n a l  l eade r .  Thirteen females descr ibed a n  
e f f e c t i v e  superintendent  a s  a  t ransformational  l eade r ,  whi le  
one respondent descr ibed an e f f e c t i v e  superintendent  good a t  
publ ic  r e l a t i o n s .  There were no desc r ip t ions  of an e f f e c t i v e  
superintendent  descr ibed a s  a manager by female respondents. 
Female respondents i d e n t i f i e d  t i m e  most o f t en  as a b a r r i e r  
t o  being an i n s t r u c t i o n a l  l eade r .  I n  add i t ion  t o  time, 
female respondents i d e n t i f i e d  lack of shared v i s ion ,  
r e s i s t a n c e  t o  change, and community expecta t ions  as b a r r i e r s  
t o  e f f e c t i v e n e s s  a s  a t r a n s £  ormational leader .  
When asked t o  d e s c r i b e  the e f f e c t i v e  superintendent ,  
1 0  male respondents descr ibed  managerial r o l e s  i n  t h e i r  
p o r t r a i t .  Three male respondents described the  e f f e c t i v e  
superintendent  as  an  i n s t r u c t i o n a l  leader .  One male 
Table 31 
D e s c r i p t i o n  o f  an  E f f e c t i v e  S u p e r i n t e n d e n t  Reported by 
Females 
Desc r ip t i on  of  E f f ec t i ve  
Superintendent  
What P reven t s  
E f f e c t i v e n e s s  
I n s t r u c t i o n a l  
l e a d e r  
Transformational 
l e a d e r  
I n s t r u c t i o n a l  l e ade r  
Being t h e r e  when and where 
needed t o  provide support  
and d i r e c t i o n  f o r  personnel  
a s  they a t tempt  t o  provide 
i n s t r u c t i o n  t o  meet s t uden t  
needs .  
I n s t r u c t i o n a l  l eader  repre -  
s e n t a t i v e  of t h e  school 
system i n  the community, 
f r e q u e n t  v i s i t o r  i n  schools .  
P a r e n t ,  counse lor ,  f r i e n d ,  
educa t i ona l  l e a d e r ,  and tough 
s k i n ,  
Understanding and ded i ca t ed ,  
l i s t e n s  t o  patrons and work 
f o r  i n t e r e s t  of  s tudents ,  
knows changing laws, he lps  
t e a c h e r s  do a b e t t e r  job. 
Being v i s i b l e  on campus, 
approachable  t o  s t a f f  , 
p a r e n t s ,  e t c .  
Bring community toge ther  t o  
suppor t  educa t ion ,  a l lows 
s i t e  planning,  provides 
l e a d e r s h i p  fo r  change. 
Time 
Nothing. I am 
a v a i l a b l e .  I 
postpone a l l  b u t  
emergencies t o  make 
i t  p o s s i b l e .  
Lack of t ime and 
money 
Too much t ime 
requi red  f o r  
management d u t i e s  
Time and budget 
Paperwork, no 
a s s i s t a n t  
Time, p o l i t i c a l  
r e a l i t y ,  t o o  many 
meet ings ,  l a c k  of  
money 
Table  31 (Continued) 
Desc r ip t i on  of Effect ive 
Superintendent 
What P reven t s  
E f f e c t i v e n e s s  
Transformat ional  
l e a d e r  ( c o n t . )  
Delega te  r e spons ib i l i t y  wh i l e  Cooperat ion from 
p rov id ing  leadersh ip  i n  com- school  employees,  
munity f o r  success ,  v i s i ona ry ,  board members, and 
r e s p e c t ,  knowledgeable, and cornmuni t y  
know how t o  access  information. 
Educa t iona l  l e ade r ,  f u t u r i s t  , Nothing 
p o l i t i c i a n .  
Formulates  v i s i o n ,  sharpens t he  To some d e g r e e ,  
v i s i o n ,  secures  resources t o  emergencies ( l a r g e  
suppor t  t h e  v i s i on ,  and mobil- and s m a l l )  can 
i z e s  s t a f f  t o  carry i t  ou t .  i n t e r f e r e  
Leadersh ip ,  concern fo r  people ,  Community 
promote d i s t r i c t ,  v is ion,  and e x p e c t a t i o n s  
make po l i cy  based upon research  
f o r  goa l  accomplishment. 
Motivated person who understands Constant  
t h e  people ,  been involved a t  i n t e r r u p t i o n s ,  
g r a s s r o o t s  l e v e l ,  i n t e l l i g e n t ,  budget ,  
knowledgeable, p i tches  i n ,  c o n s t r a i n t s  
Need t o  a f f e c t  change without Small s i z e  of 
c r e a t i n g  hard fee l ings .  d i s t r i c t - - t o o  many 
r o l e s ,  d i s t r i c t  i s  
fragmented s o c i a l l y  
no r e a l  community 
Vis ionary  , e f f ec t i ve  a t  corn- Res i s t ance  t o  
munica t ions .  Helshe knows where change 
t hey  want d i s t r i c t  t o  go and 
develops p lans .  
R e p e r t o i r e  of s k i l l s ,  tough Knowing and under-  
manager o r  use people s k i l l s  s t and ing  s i t u a t i o n s  
depending on s i t u a t i o n ,  
communication s k i l l s .  
Table 31 (Continued) 
Descr ip t ion  o f  E f f e c t i v e  
Superintendent  
What Prevents  
E f f ec t i venes s  
Transformat iona l  
l e a d e r  ( c o n t .  ) 
Vision,  ope ra t e s  w i t h i n  t h e  
v i s i o n ,  sense of  d i r e c t i o n ,  
f i n d  ways t o  a t t a i n  g o a l s ,  
r e l a t i o n s h i p s ,  r e s p e c t ,  
c l imate ,  environment f o r  
l ea rn ing  and growing. 
Vision whose performance i s  
d i r ec t ed  on c r e a t i n g  q u a l i t y  
schools ,  
Vis ionary,  f i n d s  ways of 
g e t t i n g  o the r s  t o  commit t o  a  
plan.  Delegates (knows when), 
constant  r ecogn i t i on  of 
accomplishments and assessment 
when th ings  go wrong. 
Information g a t h e r e r ,  t e a c h e r ,  
long-range p lanner ,  c o n f l i c t  
mediator,  
I t h i n k  I do i t  
Sharing of  the  
v i s i o n  by board, 
s t a f f ,  and patrons 
Res i s t ance  t o  
change and 
self-made exper t s  
l i v i n g  i n  the 50s 
Paperwork, 
i n t e r r u p t i o n s ,  
community and 
l e a r n i n g  need t o  
be u n i f i e d  
Common ground 
Publ ic  r e l a t i o n s  and r u l e  Lack of d i s c i p l i n e  
enforcement. from pa ren t s  
respondent r e p l i e d  he d i d  no t  know what an  e f f e c t i v e  
superintendent  was, but ind ica ted  that time was a b a r r i e r .  
The remaining 1 7  responses  by males suggested t h a t  an 
e f f e c t i v e  superintendent  would be a t ransformat ional  l e a d e r .  
The male respondents '  desc r ip t ions  i d e n t i f i e d  r eoccur r ing  
themes of t i m e ,  paperwork, and phi losophical  d i f f e r e n c e s  
between t h e  board and community as b a r r i e r s  t o  achieving 
e f fec t iveness  as a superintendent .  However, male respondents 
who descr ibed the  e f f e c t i v e  superintendent as a manager more 
often s t a t e d  t h a t  noth ing  in t e r fe red  with t h e i r  
e f f ec t iveness  , 
Table 32 
Description of an Effective Super in tendent  Reported by Males 
Desc r ip t i on  of  Ef fec t ive  
Superintendent  
What P reven t s  
E f f e c t i v e n e s s  
Manager 
Budgeting, superv is ion ,  board Nothing 
work, purchasing,  eva lua t i on  
of programs, consensus,  
d e f i n i n g  goals  , i n t e r p r e t i n g  
programs t o  publ ic .  
Do i t  r i g h t ,  g i v e  t he  best. 
E f f e c t i v e  a t  a l l o c a t i n g  
r e s o u r c e s ,  good handle on 
f i n a n c e s ,  personnel ,  and 
r e sou rce s .  A l l  e l s e  i s  
de l ega t ed .  
Unplanned unforeseen  
c r i s e s  
Lack of  competent 
s t a f f  
E f f e c t i v e  , dependable Time, keeping t r a c k  
p o l i c i e s  and i n t e g r a t i n g  them of a l l  f u n c t i o n s ,  
w i t h  a v a i l a b l e  resources .  l e g a l  r equ i r emen t s ,  
r e p o r t s  
Good supe rv i s ion ,  knowledge- Nothing. I ' m  
a b l e  and a c t i v e l y  manages succes s fu l  
personne l ,  s t uden t s ,  
f i n a n c i a l  a f f a i r s ,  curriculum, 
b u i l d i n g s ,  e t c .  
H i r i ng  competent s t a f f .  
Passage o f  l e v i e s ,  
n e g o t i a t i o n s ,  and community 
r e l a t i o n s .  
Someone who can e f f e c t i v e l y  
manage t he  d i s t r i c t ,  people,  
money, s t uden t s .  
Nothing, bu t  money 
Try t o  l e t  no th ing  
come ahead 
Nothing 
Works we l l  with adminis t ra tors  Nothing 
and o t h e r  people t o  achieve 
g o a l s  of d i s t r i c t .  
Table  32 (Continued) 
Desc r i p t i on  of  E f f e c t i v e  
Super intendent  
What P r even t s  
E f f e c t i v e n e s s  
Manager ( c o n t .  ) 
I n s t r u c t i o n a l  
l e a d e r  
Good management of money, L i s t en ing  t o  
r e so u rce s ,  personnel.  pa t rons ,  su ppo r t  
h e l p ,  and s p e c i a l  
p r o j e c t s  
Dedicated ind iv idua l  w i th  Busy work, 
people  s k i l l s  and competence, paperwork of s t a t e  
be l i eve s  t h a t  s t uden t  growth and f e d s . ,  t ime ,  
and achievement i s  most meetings 
impor tan t .  
I n s t r u c t i o n a l  l e ade r  who Organ iza t iona l  
u t i l i z e s  resources ,  f i n a n c e s ,  s t r u c t u r e  and 
m t e r i a l / h m a n  resources  t o  change r e s i s t a n c e  
improve teach ing  and l e a r n i n g .  
One who ha s  the  a b i l i t y  t o  F i s c a l  and t i m e  
g a t h e r ,  u se  resources  t o  c o n s t r a i n t s ,  
promote q u a l i t y  educat ion f o r  personnel  i s s u e s  
s t u d e n t s ,  able  t o  s t e e r  i n t e r f e r e  
con t roversy  p o s i t i v e l y .  
Transformat ional  
l e a d e r  
A b i l i t y  t o  f e e l  o the r s  p a i n /  Time, own s h o r t -  
conc e rns / j oy / succe s se s ,  p u t t i n g  comings, g e t  caught  
s t u d e n t l d i s t r i c t  needs f i r s t ,  up w i t h  even t s  
r o l e  model, and l e a d e r .  
C o m m u n i c a t i o n w i t h b o a r d l s t a f f  I n a b i l i t y  t o  
fo r  a plan fo r  d i s t r i c t  e s t a b l i s h / a c h i e v e ,  
improvement and ope ra t i on  i n d i v i d u a l  g o a l s .  
c o n s i s t e n t  with miss ion and Communication i s  
b e l i e f .  i n t e g r a l .  
E f f ec t i ve  communicator. Nothing 
E t h i c a l ,  r i s k ,  d e l e g a t e ,  Dai ly  a c t i v i t i e s  
encourage c r e a t i v i t y ,  v i s i o n .  b lu r  v i s i o n  
F a i r ,  i m p a r t i a l ,  moral ,  
e t h i c a l ,  l e g a l  
Community expec ta -  
t i o n s  a r e  d i f f e r e n t  
Table  32 (Continued) 
Desc r ip t i on  of E f f ec t i ve  What P reven t s  
Superintendent E f f ec t i venes s  
Transformat ional  
l e a d e r  ( con t ,  ) 
Spending t o o  much 
time on profes -  
s i o n a l  a spec t s  of  
l i f e  
One who c r e a t e s  balance i n  
h i s / h e r  l i f e .  
P a r t n e r i n g  with a l l  
c o n s t i t u e n c i e s  . 
Time l i m i t s  
People  person and f a c i l i t a t o r ,  Ph i losophica l  
l e a d e r s h i p  when o the r s  a r e  key d i v e r s i t y ,  need t o  
t o  c a r r y i n g  out i d e a s ,  suppo r t ,  be more d i r e c t i v e  
v i s i o n ,  people s k i l l s .  than what I l i k e  
Shares  dec i s ion  making, good Nothing: s t a f f  
p u b l i c  r e l a t i o n s .  h e l p s ,  but I have 
u l t imate  s ay  
Team b u i l d e r  and publ ic  
r e l a t i o n s .  
Lack of support  
Team p l a y e r  and empowers o t h e r s  -- 
t o  accomplish t a s k  and t o  reach  
f u l l  e x t e n t  of t h e i r  a b i l i t y .  
V i s i b l e ,  communication, problem Lack of t ime 
s o l v e r ,  p u l l s  o the r s  t o g e t h e r  
t o  accomplish g o a l s ,  i d e n t i f i e s  
needs .  
V i s ion ,  d e l e g a t e s ,  r e s o u r c e f u l ,  Emphasis on 
people  s k i l l s .  management t a s k s  
Vis ionary ,  consensus b u i l d e r  T rad i t i on ,  l a c k  of  
t o  f a c i l i t a t e  change and f inances  
improvements . 
Communication--comunicating Time f o r  complete 
e f f e c t i v e l y  with s t a f f  and and proper  
and p u b l i c s .  communications 
Table 32 (Continued) 
Descr ipt ion of  Ef fec t ive  
Superintendent 
What Prevents  
Ef fec t iveness  
Transformational  
l e a d e r  ( c o n t .  ) 
Common ground 
L i s t ene r ,  de lega tor ,  
benevolent d i c t a t o r .  
Educational l eader  seeing b ig  
p i c t u r e ,  see t h a t  every th ing  
l eads  t o  more and b e t t e r  
opportuni ty  f o r  s tudents .  
People person and publ ic  
r e l a t i o n s .  
Board pounds on 
superintendent  from 
nega t ive  people 
hounding board 
Time 
Legal requirements 
Other  
Don' t know. T i m e  
Professional Development Needs 
The final data collected was the respondents' 
perceptions of needs for professional development in the 
superintendency. The data in Table 33 showed the topic of 
need for professional development and total times mentioned. 
In addition, examples of the reasons why this topic was 
important are presented as not all respondents gave a reason 
for its importance. Other than budqet/f inance, cited 9 
times, and leqal/law issues, cited 7 times, the identified 
T a b l e  3 3  
P e r c e p t i o n s  of Need for S u p e r i n t e n d e n t  P r o f e s s i o n a l  
Deve lopment  
P r o f e s s i o n a l  Examples of Reasons 
Development Topic Frequency f o r  Importance 
S t r a t e g i c  planning 1 4  Need to  b r ing  o t h e r s  w i th  you 
Using needs assessments  f o r  
long-range p l ann ing  
Develop ways t o  ach ieve  g o a l s  and 
handle change 
~ u t o n o m y / I n t e r p e r s o n a l  
r e l a  t i o n s h i p s  1 2  
Budge t  1 f i n a n c e  
Communication 
Consensus bu i l d ing  
C o n f l i c t  r e s o l u t i o n  
Understanding s e l f  t o  have r e a l i s t i c  
percep t ion  of  job expec t a t i ons1  
demands 
Need t o  be e f f e c t i v e  i n  a l l  a r e a s  
w i th  people 
Develop c a r i n g  i n d i v i d u a l s ,  t e ach  
f l e x i b i l i t y  
9 Important f o r  maintenance of schools  
Solvency 
Es tab l i sh  goa ls  w i t h i n  p o s s i b i l i t i e s  
of budget 
8 When in format ion  i s  passed upon 
immediately, people  unders tand and 
know i s s u e s  
To keep d i s t r i c t  moving and hones t  
Building suppor t  and unders tanding 
change 
8 Need t o  know how t o  work w i t h  people 
Create community 
Improvement cannot occur  wi thout  
consensus 
Understand change: how t o  do i t ,  
need t o  know whether  t o  ma in t a in  
t he  way t h i n g s  a r e  
Reduce time on p u t t i n g  out f i r e s  
Need t o  know how t o  s o l v e  and 
resolve qu i ck ly  
Table 3 3  (Cont inued)  
P ro fe s s iona l  Examples of Reasons 
Development Topic Frequency f o r  Importance 
Legal l law i s s u e s  
Delegat ion s k i l l s  
Risk t a k i n g ,  
f u t u r i s t i c  t h ink ing  
Pub l i c  r e l a t i o n s  
Research 
Networking 
Technology 
7 Keep super intendent  and d i s t r i c t  ou t  
of cou r t  
Know how t o  access  l e g a l  i n fo rma t ion  
qu ick ly  
Too many l awsu i t s  
Personnel  management 2 
Problem so lv ing  2 
Job i s  t o o  b ig ,  use team app roach ,  
empower, and t r u s t  
Keep ab rea s t  of new and i n n o v a t i v e  
programs 
Understand change 
Keeps improvementlenhancement o f  
programs 
Reduce t ime spen t  .on brush f i r e s  
Lots of i t  
Keep school i n  publ ic  eye p o s i t i v e l y  
Need t o  know what ' s  working 
I n t e r p r e t  t r ends  fo r  p u b l i c  
Need opportuni ty  t o  become 
knowledgeable about o t h e r  a r e a s  
of the  job 
Support f o r  changing r o l e s  
This i s  t h e  f u t u r e  
Need t o  know how t o  a c c e s s  
informat ion qu ick ly  
Get along w i th  people 
I t ' s  what we do 
Handle c r i s e s  s u c c e s s f u l l y  
I n s t r u c t i o n a l  improvement 1 
S t a f f  development 1 
F a c i l i t a t o r  t r a i n i n g  1 
Role  modeling 1 
Po l i cy  development 1 
need f o r  p ro fess iona l  development was of a t ransformat ional  
n a t u r e .  The fol lowing examples and response r a t e  i d e n t i f i e d  
t ransformat ional  l e a d e r s h i p  development a s  most important  
f o r  p ro fess iona l  development: s t r a t e a i c  planning, 1 4  ; 
autonomy/interpersonal re la t ionships ,  1 2 ;  communication, 8; 
consensus bui ld ing ,  8; c o n f l i c t  r e s o l u t i o n ,  7;  d e l e a a t i o n  
s k i l l s ,  5 ;  and, r i s k  t a k i n q / f u t u r i s t i c  th inkinqs ,  5 .  The 
reasons  f o r  t h e i r  importance focused on having a v i s ion ,  
developing s t r a t e g i c  p lans  with which achieve t h e  v i s ion ,  
and understanding about  how t o  c rea te  a r i s k - f r e e  
environment which suppor t s  communication and i n t e r p e r s o n a l  
r e l a t i o n s h i p s .  
The r e sea rche r  requested a job desc r ip t ion  i f  
a v a i l a b l e .  The response r a t e  t o  t h i s  r e q u e s t ,  however, w a s  
n o t  s i g n i f i c a n t  enough t o  warrant ana lys i s .  
Data analyses were presented i n  f i v e  s e c t i o n s  : Demographic 
Data of Respondents, Leadership Roles, Importance of 
Leadership Roles, Percept ions of What Cons t i tu t e s  an 
E f f e c t i v e  Superintendent ,  and Professional  Developmental 
Needs. The analyses were desc r ip t ive  i n  na tu re  using 
d e s c r i p t i v e  s t a t i s t i c a l  procedures t o  g a i n  meaning£ u l  
i n s i g h t s  i n t o  respondents  ' perceptions of t h e  performance of 
superintendent  leadersh ip  r o l e s  and t h e  d i f f e rences  t h a t  
e x i s t  between male and female superintendents .  
The respondentsf desc r ip t ions  of r o l e s  performed 
c o n s i s t e n t l y  r e f l e c t e d  t h a t  budqet/f inance was important t o  
t h e  job as well as  a  prefer red  r o l e .  I n  determining t h e  
importance of r o l e s  t o  t h e  job a s  wel l  a s  p re fe r red  r o l e s ,  
d i f f e r e n c e s  between male and female superintendents  w e r e  
found with females r epor t ing  a  broader a r r a y  of l eade r sh ip  
r o l e s  than men. Topics r e l a t e d  to  t ransformat ional  
l e a d e r s h i p  were a l s o  i d e n t i f i e d  a s  a need f o r  p ro fess iona l  
development. 
C h a p t e r  5 
SUMMARY, CONCLUSIONS, DISCUSSION, 
AND RECOMMENDATIONS 
I n t r o d u c t i o n  
The p u r p o s e  of t h e  s t u d y  was t o  i n v e s t i g a t e  how K-12 
s u p e r i n t e n d e n t s  v i ew  t h e i r  r o l e s  a s  e d u c a t i o n a l  l e a d e r s .  The 
congruence  of  t r a n s f o r m a t i o n a l  l e a d e r s h i p  t h e o r y  and 
i d e n t i f i e d  r o l e  per formance  was a n a l y z e d  i n  an e f f o r t  t o  
u n d e r s t a n d  t h e  r o l e s  most i m p o r t a n t  t o  t h e  women and men who 
are c u r r e n t l y  s u p e r i n t e n d e n t s .  A seconda ry  pu rpose  was t o  
f i n d  whe the r ,  and t o  what e x t e n t ,  women s u p e r i n t e n d e n t s  
p r a c t i c e  l e a d e r s h i p  r o l e s  d i f f e r e n t l y  t h a n  men. 
  his s t u d y  
p o s e d  t h e  f o l l o w i n g  r e s e a r c h  q u e s t i o n s :  
1. What d o  s u p e r i n t e n d e n t s  d e s c r i b e  a s  t h e  l e a d e r s h i p  
roles t h e y  per form? 
2 .  Which l e a d e r s h i p  r o l e s  do s u p e r i n t e n d e n t s  cons ider  
most i m p o r t a n t  t o  t h e  s u c c e s s f u l  p e r f o m a n c e  of 
t h e i r  job? 
3 .  How do  t h e  p e r c e p t i o n s  of l e a d e r s h i p  r o l e s  d i f f e r  
between male  and  f ema le  p r a c t i c i n g  s u p e r i n t e n d e n t s ?  
Procedures 
The populat ion consis ted of t h e  1994-1995 membership of 
t h e  American Associat ion of School Adminis t ra tors .  
S t r a t i f i e d  random sampling procedures i d e n t i f i e d  1 0 1  females 
and 99 males t o  p a r t i c i p a t e  i n  t h e  s tudy.  The ins t rument ,  a 
r e sea rche r  developed survey, was mailed and y ie lded  93 
responses ( 4 6 % )  of which 66  ( 3 3 % ) ,  including follow-up, had 
usable  d a t a .  
To answer the  research quest ions,  a  chi-square a n a l y s i s  
descr ibed t h e  s ign i f i cance  of observed and expected 
f requencies  of reported ro le s  for  research ques t ion  1. To 
answer r e sea rch  quest ions 2 and 3, the r e sea rche r  c o l l e c t e d  
d a t a  from t h e  respondents which were coded and analyzed 
us ing  frequency counts t o  describe emerging p a t t e r n s .  
Findings 
The s tudy  y ie lded  f indings t h a t  have important  
impl i ca t ions  for  those  in t e res t ed  i n  t h e  superintendency and 
t h e  l eade r sh ip  r o l e s  performed by super in tendents .  S ix ty - s ix  
p r a c t i c i n g  K-12 superintendents from 22 s t a t e s  p a r t i c i p a t e d  
i n  t h i s  s tudy .  Of t h e  66 pa r t i c ipan t s ,  3 7  were m a l e  and 29  
were female. Major f indings  of the s tudy a r e  p resen ted  
below, 
Demoqraphic C h a r a c t e r i s t i c s  of  t h e  Respondents 
The c h a r a c t e r i s t i c s  of t h e  group o f  r e sponden t s  
p rov ided  a  v a r i e t y  of  p e r s p e c t i v e s  i n t o  t h e  supe r in t end ency  
a c r o s s  t h e  n a t i o n .  A review of t h e  demographics r evea l ed  t h e  
f o l l o w i n g  c h a r a c t e r i s t i c s  of t h e  responden ts  : 
1. County supe r in t enden t s  w e r e  more l i k e l y  t o  be  
r e p r e s e n t e d  i n  t h e  s t a t e s  of Nebraska, Montana, and North 
Dakota .  County supe r in t enden t s  were t h o s e  s u p e r i n t e n d e n t s  
who occup i ed  a n  e l e c t e d  p o s i t i o n  o r  connected  w i t h  coun ty  
government f o r  t h e  purpose of ove r see ing  s choo l  manager ia l  
t a s k s .  
2 .  S i x t y - s i x  p e r c e n t  ( 6 6 % )  o f  female r e s p o n d e n t s  w e r e  
s u p e r i n t e n d e n t s  i n  d i s t r i c t s  of  1 , 0 0 0  o r  g r e a t e r  a s  compared 
t o  5 2 %  of males .  
3 .  Twenty-one pe r cen t  ( 2 1 % )  of  female  s u p e r i n t e n d e n t s  
had 2 5  o r  more s c h o o l s  i n  t h e  d i s t r i c t  as compared t o  8% of 
males. 
4 .  Respondents from r u r a l  schoo ls  r e p r e s e n t e d  8 0 %  of 
t h e  t o t a l  r e sponden t s .  
5 .  The average  age f o r  male and female  r e sponden t s  i n  
t h e  s t u d y  was approximate ly  t h e  same: 5 2  f o r  ma l e s  and 53 
f o r  f ema le s  . 
6 .  The g r e a t e s t  pe rcen tage ,  89%, o f  r e sponden t s  had a 
p o s t - m a s t e r s '  degree :  4 1 %  of females  r e p o r t e d  a  Ph.D. o r  
Ed.D. as compared t o  3 2 %  of males. 
7 .  Seventy-nine percent  ( 7 9 %  ) of the  respondents 
reported having no m i l i t a r y  experience.  The remaining 2 1  % , 
a l l  male, had an average length of s e r v i c e  of 8 yea r s .  
8 .  F i f ty-e ight  percent (58% ) of t h e  respondents 
reported serving i n  t h e  cur rent  d i s t r i c t  1 t o  4 y e a r s .  
However, t h e  average length of s e r v i c e  a s  a  super in tendent  
i n  any d i s t r i c t  was 4 . 6 6  years f o r  females and 6.66 y e a r s  
f o r  males. More males, 62%, served i n  o the r  d i s t r i c t s  than  
females, 10%. The average length of s e r v i c e  i n  o t h e r  
d i s t r i c t s  was 4.33 yea r s  for  females and 7 . 7 4  yea r s  f o r  
males.  
9 .  A grea te r  percentage of females,  34%, w e r e  
a s s i s t a n t  superintendents  compared t o  25% of t h e  males.  On 
t h e  o ther  hand, t h e  average length  of se rv ice  a s  an 
a s s i s t a n t  superintendent  was 4.81 years  f o r  females and 5.6 
y e a r s  f o r  males. 
1 0 .  Males, 7 6 % ,  served more years  a s  a  p r i n c i p a l  than  
females,  51%. The  average length of t h e  p r inc ipa l sh ip  was 
7 . 3 1  years for  males and 6 . 9 6  years  f o r  females. 
11. Females spen t  more years  i n  some other  type of 
adminis t ra t ive  p o s i t i o n  such as curriculum d i r e c t o r ,  
a s s i s t a n t  p r inc ipa l ,  o r  head t eache r .  The average l eng th  of 
s e r v i c e  i n  t h i s  capac i ty  was 7 .12  years  f o r  females and 5 . 3  7 
yea r s  f o r  males. 
1 2 .  Females r e p o r t e d  more c lassroom expe r i ence  t h a n  
males. The average l e n g t h  of  classroom t e a c h i n g  e x p e r i e n c e  
was 1 2 . 9  y e a r s  f o r  f emales  and  7.55 y e a r s  f o r  males .  
Four teen pe r cen t  ( 1 4  % ) o f  t h e  females r epo r t ed  c lassroom 
expe r i ence  of 20 y e a r s  o r  more compared w i th  no ( 0 % )  male 
responden ts  r e p o r t i n g  t h e  same. 
13. Respondents r e p o r t e d  t h e y  work 50 o r  more 
hours/week. The ave rage  work week f o r  females  was 54.24 
hou r s  and 55.89 hou r s  f o r  males.  
Leadersh ip  Roles 
The 6 6  p a r t i c i p a n t s  i n  t h e  s tudy  provided a t o t a l  of 
535 d e s c r i p t i o n s  of  t h e  l e a d e r s h i p  r o l e s  of t h e  
super in tendency .  The fo l l owing  f i n d i n g s  a r e  p r e sen t ed  from 
t h e  respondents  ' w r i t t e n  d i s c u s s i o n s  o f  t h e i r  l e a d e r s h i p  
r o l e s  : 
1. Respondents performed 6 4 . 9  % manager ia l ,  1 0 . 5  % 
i n s t r u c t i o n a l  l e a d e r s h i p ,  and 1 7 . 2 %  t r ans fo rma t iona l  
l e a d e r s h i p  r o l e s .  R o l e s  cons ide red  common ground accounted 
f o r  7 . 5 %  o f  t h e  r e p o r t e d  d e s c r i p t i o n s .  Desp i t e  t h e  c u r r e n t  
emphasis  on  t r a n s f o r m a t i o n a l  l e a d e r s h i p  i n  educa t ion ,  
manager ia l  r o l e s  have  had a  g r e a t e r  i n f l u e n c e  on 
s u p e r i n t e n d e n t  performance t h a n  expected .  
2 .  Supe r in t enden t s  most f r e q u e n t l y  de sc r i bed  t h e  
performance of management r o l e s  r e l a t e d  t o  budqet / f  i nance ,  
pe r sonne l ,  paperwork, board  r e l a t i o n s h i p s ,  and q o a l  s e t t i n q  
and ~ l a n n i n q  i n  t h e i r  pos i t i on .  The s u p e r i n t e n d e n t s  
d e s c r i b e d  i n s t r u c t i o n a l  l eadersh ip  and t r a n s f  o rma t i ana l  
l e a d e r s h i p  r o l e s  less f requent ly .  However, when d e l i n e a t e d ,  
d e s c r i p t i o n s  of  i n s t r u c t i o n a l  l e ade r sh ip  most f r e q u e n t l y  
i nc luded  curr iculum leadership/development , t e a c h e r /  
l e a d e r / e d u c a t o r ,  s t a f f  development, school  v i s i b i l i t y ,  and 
i n s t r u c t i o n a l  proqrarnminq; and, t r an s fo rma t iona l  l e a d e r s h i p  
i n c l u d e d  developinq a  common purpose, sha r ed  d e c i s i o n  
makinq, s t r a t e s i c  planninq,  and communication of v i s i o n .  
S u p e r i n t e n d e n t s  a l s o  f requen t ly  c i t e d  p u b l i c  r e l a t i o n s  i n  
r o l e  performance. 
Impor tance  of Leadership Roles 
The fo l lowing  f ind ings  show which r o l e s  were most 
i m p o r t a n t  t o  t h e  pos i t i on  held by the r e sponden t s  and 
p r e f e r r e d  by t h e  respondents : 
1. Male and female superintendents  pe r ce ived  t h a t  
t r a n s f o r m a t i o n a l  l eadersh ip  r o l e s  were important t o  the 
p o s i t i o n .  Transformational  leadership  r o l e s  r ep r e sen t ed  2 3 %  
o f  t h e  t o t a l  response by both males and females .  However, 
males more f r equen t l y  mentioned t h a t  manager ia l  ro les  were 
i m p o r t a n t  t o  t h e  p o s i t i o n  with a  response r a t e  of 6 2 8 .  I n  
comparison,  managerial r o l e s  accounted f o r  57% of t h e  t o t a l  
r e s p o n s e  by females . 
Female super in tendents  most f r equen t l y  i d e n t i f i e d  
budqe t  and f inance ,  a  managerial r o l e ,  and p u b l i c  r e l a t i o n s ,  
common ground,  as most impor tan t  t o  t h e i r  p o s i t i o n .  These 
two r o l e s  accounted f o r  15% and 13% o f  t h e  t o t a l  r e sponse  
r e s p e c t i v e l y .  Females f r e q u e n t l y  cited o t h e r  roles 
i n d i c a t i v e  of t r an s f o rma t iona l  l e a d e r s h i p  as  i m p o r t a n t  t o  
t h e i r  p o s i t i o n :  q o a l  s e t t i n q / ~ l a n n i n q ,  board  r e l a t i o n s h i p s ,  
s t r a t e q i c  p lanninq,  i n t e r p e r s o n a l  support /autonomy, and 
v i s i o n a r v / s e t t i n q  t h e  c l i m a t e .  
Males,  on t h e  o t h e r  hand, most f r e q u e n t l y  i d e n t i f i e d  
t h e  manage r i a l  r o l e s  of b u d ~ e t / f i n a n c e  and board  
r e l a t i o n s h i p s  a s  impor tan t  t o  t h e  p o s i t i o n .  These  two r o l e s  
accoun ted  f o r  1 4 %  and  9 %  of t h e  t o t a l  r e sponse  r e s p e c t i v e l y .  
Male s u p e r i n t e n d e n t s  a l s o  f r e q u e n t l y  d e s c r i b e d  o t h e r  
m a n a g e r i a l  r o l e s  of pe r sonne l  d i r e c t o r  and q o a l  s e t t i n s  and 
p l a n n i n q  as impor tan t  t o  t h e  p o s i t i o n .  
I n  r e g a r d  t o  t i m e  s p e n t  on performing t h e  roles,  
f e m a l e s  r e p o r t e d  spending on ly  1 0 %  of t h e i r  t i m e  on 
b u d q e t / f i n a n c e  wh i l e  males r e p o r t e d  up t o  50% o f  t h e i r  t i m e  
i n  t h i s  c a p a c i t y .  
2 .  When i n d i c a t i n g  p r e f e r ence  of l e a d e r s h i p  r o l e s ,  
f e m a l e s  i nc luded  a  broad a r r a y  of manager ia l ,  i n s t r u c t i o n a l  
l e a d e r s h i p ,  and t r a n s f o r m a t i o n a l  l e a d e r s h i p  r o l e s .  They 
c i t e d  p u b l i c  r e l a t i o n s ,  budqet / f inance ,  board  r e l a t i o n s h i p s ,  
s t r a t e s i c  p lanninq,  t e ache r / l e ade r / educa to r  , c h e e r l e a d e r  f o r  
s c h o o l / e d u c a t i o n ,  and q o a l  s e t t i n q / p l a n n i n q  as p r e f e r r e d  
r o l e s .  Males, on t h e  o t h e r  hand de sc r i bed  mos t l y  manager ia l  
r o l e s  a s  t h e i r  p r e f e r e n c e  : budqet  /f inance ,  pe r sonne l  
manasement, and a o a l  s e t t i n s / p l a n n i n a .  Again, males less 
f r e q u e n t l y  i d e n t i f i e d  a  p r e f e r ence  for i n s t r u c t i o n a l  o r  
t r a n s f o r m a t i o n a l  l e a d e r s h i p  roles. When they  d i d ,  males most 
of t e n  i d e n t i f i e d  p u b l i c  r e l a t i o n s  and s t r a t e s i c  p l a n n i n q  as 
r o l e  p r e f e r ence .  
3 .  Both male and  female responden ts  i d e n t i f i e d  t i m e ,  
meet ings ,  day-to-day management t a s k s  of paperwork, h a n d l i n g  
compla in t s ,  and board  i n t e r f e r e n c e  a s  b a r r i e r s  t o  
e f f e c t i v e l y  pe r fo rming  super in tenden t  r o l e s .  
P e r c e p t i o n s  of a n  E f f e c t i v e  Super in tendent  
The fo l l owing  f i n d i n g s  i l l u s t r a t e  what r esponden ts  
b e l i e v e  an  e f f e c t i v e  supe r in t enden t  does and what p r e v e n t s  
h im/her  from be ing  e f f e c t i v e :  
1. Both male and  female respondents  most f r e q u e n t l y  
d e s c r i b e d  an e f f e c t i v e  super in tenden t  as a  t r a n s f o r m a t i o n a l  
l e a d e r .  When n o t  d e s c r i b i n g  a t r an s fo rma t iona l  l e a d e r ,  males  
d e s c r i b e d  a n  e f f e c t i v e  supe r in t enden t  as a manager, whereas  
n o  females d e s c r i b e d  a  manager a s  a n  e f f e c t i v e  l e a d e r .  
2 .  Male and female  respondents  i d e n t i f i e d  t i m e ,  
paperwork, and p h i l o s o p h i c a l  d i f f e r e n c e s  between t h e  board  
a n d  community as b a r r i e r s  t o  b e i n g  an  e f f e c t i v e  
s u p e r i n t e n d e n t .  Males, who desc r i bed  t h e  e f f e c t i v e  
s u p e r i n t e n d e n t  as a manager r e p o r t e d  that "no th ing"  p r e v e n t s  
them from being e f f e c t i v e .  On the o t h e r  hand, females and 
males,  who descr ibed t h e  e f f e c t i v e  superintendent  as 
t r ans fo rmat iona l ,  c i t e d  t h a t  r e s i s t a n c e  t o  change, l ack  of 
shared  v i s i o n ,  cooperat ion,  and day-to-day emergencies w e r e  
b a r r i e r s  t o  e f f e c t i v e  performance. 
P ro fess iona l  Development Needs 
The respondents provided t h e i r  perceptions of need f o r  
p r o f e s s i o n a l  development i n  t h e  superintendency i n  enhancing 
super in tendent  l e a d e r s h i p  r o l e s .  The superintendents  
i d e n t i f i e d  the  fol lowing professional  development needs most 
o f  t e n  : s t r a t e q i c  planninq,  autonomy/interpersonal 
r e l a t i o n s h i p s ,  communication, consensus bui ldinq,  c o n f l i c t  
r e s o l u t i o n ,  de leqa t ion ,  and r i s k  t a k i n q / f u t u r i s t i c  th ink inq .  
These needs ind ica ted  t h a t  enhancing s k i l l s  a s  a  
t ransformat ional  l e a d e r  were important t o  t h e  respondents.  
Likewise, respondents f requent ly  reported t h a t  
budqet / f inance and leqa l / law i s sues ,  t w o  managerial r o l e s ,  
w e r e  important t o p i c s  f o r  professional  development. 
Conclusions 
The purposes of t h e  study were t o  analyze l eade r sh ip  
r o l e s  a s  repor ted  by p rac t i c ing  R - 1 2  publ ic  school 
super in tendents  and t o  determine i f  women superintendents  
p r a c t i c e  these  l e a d e r s h i p  ro le s  d i f f e r e n t l y  than do men. The 
g e n e r a l i z a b i l i t y  of the study i s  l imited by t h e  response 
number and loca t ion  of t h e  respondents.  However, t h e  
fo l lowing  conclusions  a r e  drawn from t h e  d a t a  from t h e  6 6  
r e sponden t s  r ep re sen t ing  2 2  s t a t e s :  
1. I n  p r a c t i c e ,  t h e  r o l e s  of  the  super in tendency  a r e  
m o s t l y  manager ia l  d e a l i n g  with budqet / f inance and p u b l i c  
r e l a t i o n s .  Super intendents  perform i n s t r u c t i o n a l  l e a d e r s h i p  
and t r ans fo rma t iona l  l eade r sh ip  r o l e s  less f r e q u e n t l y .  
2.  Female super intendents  r epo r t  a broad a r r a y  of 
l e a d e r s h i p  r o l e s  important  t o  the  job c i t i n g  p u b l i c  
r e l a t i o n s  and budqet/f inance most o f t e n .  Y e t ,  t h e y  r e p o r t  
spending  o n l y  1 0 %  of t h e i r  t i m e  i n  the  manager ia l  r o l e  of 
budqe t / f i nance .  
3 .  Male super intendents  i d e n t i f y  budqe t / f inance ,  p u b l i c  
r e l a t i o n s ,  and board r e l a t i o n s h i p s  a s  impor tan t  t o  t h e i r  
p o s i t i o n .  I n  add i t i on ,  males i d e n t i f y  o t h e r  manager ia l  r o l e s  
of  p e r s o n n e l  d i r e c t o r  and handling l eqa l / l aw  i s s u e s  as 
impor t an t  t o  t h e  p o s i t i o n .  With regard t o  t i m e  s p e n t  i n  
t h e s e  r o l e s ,  males r epo r t ed  spending up t o  50% of t h e i r  t i m e  
w i t h  budge ts  and f inance .  
4 .  Female super intendents  r e p o r t  a n  a lmost  equa l  
p r e f e r e n c e  f o r  managerial,  i n s t r u c t i o n a l  l e a d e r s h i p ,  and 
t r a n s f o r m a t i o n a l  l eade r sh ip  r o l e s .  Within t h i s  con tex r ,  
females  i d e n t i f y  p u b l i c  r e l a t i o n s  most f r e q u e n t l y .  
5 .  Male super intendents  i d e n t i f y  mostly manager ia l  
r o l e s  i n  l eade r sh ip  r o l e  preference:  budqe t / f inance ,  
p e r s o n n e l  manaqement, board r e l a t i o n s h i p s ,  and soal  s e t t i n q  
a n d  p l a n n i n q .  
6 .  M a l e  and female supe r in t enden t s  r e p o r t  t h a t  t i m e  
w a s  t h e  m o s t  f r e q u e n t  b a r r i e r  t o  performing p r e f e r r e d  r o l e s .  
I n  a d d i t i o n ,  day-to-day management t a s k s  and boa rd  and 
community e x p e c t a t i o n s  p reven t  supe r in t enden t s  from 
pe r fo rming  p r e f e r r e d  r o l e s .  
7 .  Male and female supe r in t enden t s  p e r c e i v e  a 
t r a n s f o r m a t i o n a l  l e a d e r  a s  an e f f e c t i v e  s u p e r i n t e n d e n t .  
Males a l s o  p e r c e i v e  an e f f e c t i v e  supe r in t enden t  as a  
manager.  
8 .  Male and female supe r in t enden t s  i d e n t i f y  t i m e  and 
p h i l o s o p h i c a l  d i f f e r e n c e s  of t h e  board and community i n  
p r e v e n t i n g  s u p e r i n t e n d e n t s  f r o m  being e f f e c t i v e  
t r a n s f o r m a t i o n a l  l e a d e r s .  
9 . Supe r in t enden t s  c i t e  t r a n s £  o rmat iona l  l e a d e r s h i p  
i s s u e s  a s  a need f o r  p ro f e s s iona l  development most o f t e n .  
H o w e v e r ,  t h e y  a l s o  i d e n t i f y  budqet / £  i n ance  and l e q a l / l a w  
i s s u e s ,  manager ia l  t o p i c s ,  as  o t h e r  p r o f e s s i o n a l  development 
n e e d s ,  
1 0 .  County supe r in t enden t s  are r e s p o n s i b l e  f o r  t h e  
manage r i a l  t a s k s  of t h e  d i s t r i c t .  
11. M a l e  and female super in tenden t s  spend 
app rox ima te ly  t h e  same amount of hours on t h e  job. 
1 2 .  Males spend more y e a r s  as  a supe r in t enden t  i n  
o t h e r  d i s t r i c t s  and i n  t h e  p r i n c i p a l s h i p .  
13. A g r e a t e r  pe r cen t age  of females are a s s i s t a n t  
s u p e r i n t e n d e n t s  b e f o r e  a t t a i n i n g  t h e  super in tendency .  
14. Female s u p e r i n t e n d e n t s  have more y e a r s  o f  
c lassroom e x p e r i e n c e .  
15. M i l i t a r y  expe r i ence  i s  n o t  a  c o n t r i b u t i n g  f a c t o r  
i n  t h e  l e a d e r s h i p  ro le  performance. 
Discuss ion 
The r e s u l t s  of t h i s  s t udy  add t o  t h e  l i m i t e d  amount o f  
r e s e a r c h  r e g a r d i n g  t h e  l e a d e r s h i p  r o l e s  of t h e  
s upe r in t endency .  Caut ion i n  us ing  t h e  r e s u l t s  of t h i s  s t u d y  
s hou ld  be e x e r c i s e d  s i n c e  a l l  s t a t e s  were n o t  r e p r e s e n t e d  i n  
t h e  s tudy .  However, a b r i e f  d i s c u s s i o n  of how t h e  r e s u l t s  o f  
t h i s  s t u d y  compare t o  p rev ious  resea rch  r ega rd ing  
s u p e r i n t e n d e n t  l e a d e r s h i p  r o l e s  and imp l i ca t i ons  of t h e  
r e s u l t s  d o e s  inform the s u b j e c t  and po in t  t o  t h e  f u t u r e .  
There have been few s t u d i e s  d e l i n e a t i n g  t h e  r o l e s  of 
t h e  s u p e r i n t e n d e n t .  H i s t o r i c a l l y ,  t h e  r o l e s  of  t h e  
s upe r in t endency  have been manager ia l .  Only w i t h i n  t h i s  p a s t  
decade  has t h e r e  been an emphasis on r e t h i n k i n g  t h e  
l e a d e r s h i p  r o l e s  of t h e  super in tenden t .  More i m p o r t a n t l y ,  
r e s e a r c h  r e g a r d i n g  t h e  l e a d e r s h i p  change i n  t h e  
s upe r in t endency  has been slow t o  emerge. The most 
comprehensive s t u d i e s  i nc luded  r e sea r ch  conducted by C o l l i e r  
(1987)  and S c l a f a n i  (1987)  who obta ined d a t a  from random 
samples  o f  s u p e r i n t e n d e n t s  i n  Texas, t h e  na t i on ,  and a 
n a t i o n a l  sample of e f f e c t i v e  supe r in t enden t s  i d e n t i f i e d  by 
e x p e r t  s e l e c t i o n .  C o l l i e r  ( 1 9 8 7 )  and S c l a f a n i  (1987)  
i d e n t i f i e d  ' demons t ra t ing  a  broad a r r a y  of l e a d e r s h i p  
s k i l l s "  and "demons t r a t e s  sound p r i n c i p l e s  of  pe r sonne l  
a d m i n i s t r a t i o n "  a s  t h e  t o p  ranked super in tenden t  l e a d e r s h i p  
performances  . Fur the rmore ,  C o l l i e r  and Sc l a f  a n i  i d e n t i f i e d  
" e f f e c t i v e  p u b l i c  r e l a t i o n s  and c o a l i t i o n  b u i l d i n g  
a c t i v i t i e s ,  " " e f f e c t i v e  t e a c h e r  performance e v a l u a t i o n ,  " a n d  
" sound f i n a n c i a l  p l a n n i n g  and cash management " a s  impor t an t  
l e a d e r s h i p  r o l e s .  Al though C o l l i e r  and S c l a f a n i  found many 
similarities i n  s u p e r i n t e n d e n t  l e ade r sh ip  r o l e  performance,  
t h e y  a l s o  found a d i f f e r e n c e .  In  C o l l i e r  s r e s e a r c h ,  
s u p e r i n t e n d e n t s  i n c l u d e d  "curriculum des ign  and 
i n s t r u c t i o n a l  d e l i v e r y "  as important  supe r in t enden t  
l e a d e r s h i p  r o l e s ,  w h i l e  S c l a f a n i  found t h a t  "mo t iva t i on  
t e c h n i q u e s "  were i m p o r t a n t  t o  t h e  sample of i d e n t i f i e d  
e f f e c t i v e  s u p e r i n t e n d e n t s .  
Most r e c e n t l y ,  Hoyle and CSS (1993),  commissioned by 
t h e  American A s s o c i a t i o n  of School Admin i s t ra to r s  (AASA), 
have  sugges ted  t h e  need  t o  re th ink  e x i s t i n g  l e a d e r s h i p  
p r a c t i c e s  t o  i n c l u d e  a g r e a t e r  emphasis on team b u i l d i n g ,  
s h a r e d  l e a d e r s h i p  c o l l a b o r a t i o n ,  and i n s t r u c t i o n a l  
improvement. A s  a  r e s u l t  of Hoylefs  and CSSfs  commission, 
t h i s  s tudy i d e n t i f i e s  very s p e c i f i c  r e f l e c t i o n s  of t h e  
changes i n  l eade r sh ip  r o l e s  of t h e  superintendency. Within 
t h e  ranks of t h e  superintendency, t h e  leadersh ip  r o l e s  
r e f l e c t i v e  of t r a n s f  onnational l eade r sh ip  have been slow t o  
emerge. The d a t a  i n  t h i s  study support  t h e  lack of 
t r a n s f  ormational leadersh ip  r o l e s  performed by 
super in tendents  a s  respondents d e s c r i b e  t h e i r  r o l e  
performance i n  managerial desc r ip t ions .  Y e t ,  when asked to  
d e s c r i b e  an " e f f e c t i v e  superintendent ,  " male and female 
super in tendents  most of t e n  desc r ibe  a  t ransformat ional  
l e a d e r .  The d a t a  a l s o  show t h a t  a  smal l  percentage of male 
super in tendents ,  15%, descr ibe an e f f e c t i v e  superintendent  
as a  manager, whereas no females d e s c r i b e  e f fec t iveness  i n  
managerial terms. This  presents  an i n t e r e s t i n g  ques t ion  i n  
terms of explor ing t h e  discrepancy between t h e  a c t u a l  r o l e s  
performed and what superintendents  b e l i e v e  they should 
perform t o  be e f f e c t i v e .  
This discrepancy i s  addressed through t h e  ques t ions  
r e l a t i n g  t o  t h e  r o l e s  perceived a s  most important t o  t h e  
p o s i t i o n .  Cons i s t en t ly ,  both male and female superintendents  
i d e n t i f y  budqet/finance and p u b l i c  r e l a t i o n s  as  most 
important t o  t h e i r  p o s i t i o n .  However, d i f f e r e n c e s  e x i s t  
between males and females as  they  d e s c r i b e  t h e  o t h e r  r o l e s .  
Females c i t e  a broader a r ray  of l eade r sh ip  r o l e s  important 
t o  t h e  p o s i t i o n  r e f l e c t i v e  of t rans format iona l  and 
manager ia l  r o l e s  : s o a l  s e t t i n q / p l a n n i n q ,  board 
r e l a t i o n s h i p s ,  s t r a t e q i c  planning,  i n t e rpe r sona l  
support/autonomv, and v i s i o n a r y / s e t t i n q  t h e  climate. Males, 
on t h e  o t h e r  hand, most f r e q u e n t l y  desc r ibe  managerial 
r o l e s :  board r e l a t i o n s h i p s  and personnel  manaqement. These 
f i n d i n g s  sugges t  a  more p r e c i s e  i d e n t i f i c a t i o n  of r o l e  
performance a t t r i b u t e d  t o  gender d i f f e r e n c e s  than i d e n t i f i e d  
by t h e  C o l l i e r  (1987) and Sc l a fan i  (1987) study.  I n  
a d d i t i o n ,  t h e  super in tendents  i n  t h i s  s tudy  l e s s  f r e q u e n t l y  
d e s c r i b e d  i n s t r u c t i o n a l  l eadersh ip  r o l e s  a s  important  which 
i s  i n c o n s i s t e n t  wi th  t h e  i d e n t i f i c a t i o n  of "curriculum 
d e s i g n  and i n s t r u c t i o n a l  de l ive ry"  of t h e  C o l l i e r  s tudy .  
However, t h e  d a t a  of t h i s  s tudy  suppor t s  S c l a f a n i ' s  r e sea rch  
of e f f e c t i v e  super in tendents  who descr ibed  "motivation 
techniques  " a s  a  t r ans fo rma t iona l  l eade r sh ip  r o l e .  
The f i n d i n g s  of t h i s  s tudy suggest  t h a t  super in tendents  
perform c e r t a i n  r o l e s  due t o  o t h e r  f a c t o r s  such a s  board and 
community e x p e c t a t i o n s  o r  t r a d i t i o n .  Super intendents '  
comments exemplify t h e  concern f o r  managerial r o l e s  such a s  
" e x p e c t a t i o n s  of t h e  community a r e  t h a t  I perform more 
b u s i n e s s - l i k e  r o l e s ,  " "board members concerns make me a 
micromanager, " and " e x t e r n a l  expectations--what I want and 
what o t h e r s  expect  a r e  d i f f e r e n t . "  Furthermore, t h e  
d i f f e r e n c e  i n  t h e  amount of t i m e  spen t  upon t h e  managerial 
r o l e s  i s  marked. The da ta  show t h a t  females spend 1 0 %  of 
t h e i r  t i m e  performing budgetary r o l e s  while males spend up 
t o  5 0 %  of t h e i r  t i m e  i n  budget and f inance.  This f i n d i n g  i s  
important  f o r  f u t u r e  research t o  i d e n t i f y  whether h i r i n g  
c r i t e r i a ,  d i s t r i c t  c h a r a c t e r i s t i c s ,  o r  l eade r sh ip  s t y l e  a r e  
c o n t r i b u t o r s  to  t h e  d i f fe rence  i n  time spent  on managerial  
r o l e s .  
Likewise, t h e  demands of job d e s c r i p t i o n s ,  t i m e ,  
paperwork, day-to-day management a c t i v i t i e s  o r  e x t e r n a l  
e x p e c t a t i o n s  of t h e  community/board appear t o  a f f e c t  t h e  
p r e f e r r e d  l e a d e r s h i p  r o l e s  performed by super in tendents .  
Although male and female respondents r epor t  t h e s e  s i m i l a r  
b a r r i e r s  t o  t h e  performance of prefer red  l eade r sh ip  r o l e s ,  
t h e  d a t a  again suggest  t h a t  the re  i s  a g r e a t e r  spectrum of 
p r e f e r r e d  l e a d e r s h i p  r o l e s  associated with gender.  Females 
d e s c r i b e  a broad a r r a y  of leadership r o l e s  of a  managerial ,  
i n s t r u c t i o n a l  l eade r sh ip ,  and t r ans f  ormational na ture :  
p u b l i c  r e l a t i o n s ,  budqet/ finance, board r e l a t i o n s h i p s ,  
s t r a t e q i c  planninq, teacher/leader/educator, chee r l eade r  f o r  
school /educat ion ,  and qoal  set t inq/planninq.  Males, on t h e  
o t h e r  hand, desc r ibe  a  preference f o r  leadersh ip  r o l e s  t h a t  
a r e  managerial : budqet /finance, personnel  mana~ement , board 
r e l a t i o n s h i p s ,  and q o a l  se t t inq /p lanninq .  These f i n d i n g s  
suppor t  previous research  in  concluding t h a t  females p r e f e r  
t o  use a  broader  a r r a y  of leadersh ip  r o l e s  (Eagly et  a l . ,  
1 9 9 2 ;  E s t l e r ,  1 9 8 7 ;  Frasher & Schoemaker, 1982) .  
How t h e  superintendent engages i n  l eade r sh ip  r o l e s  
r e l a t e s  t o  percept ions of e f fec t iveness  . In desc r ib ing  an 
e f f e c t i v e  superintendent  a s  a  t ransformat ional  l e a d e r ,  
c o n s i s t e n t  c h a r a c t e r i s t i c s  and s k i l l s  emerge: v i s i o n ,  
e f f e c t i v e  co l l abora t ion ,  good in te rpe r sona l  r e l a t i o n s h i p ,  
autonomy, f u t u r i s t  , motivator, team bui ld ing  s k i l l s ,  and 
communication s k i l l s .  However, superintendents  d e s c r i b e  t h a t  
e x t e r n a l  i n £  luences prevent them from being a 
t r a n s f  ormational  leader .  The superintendents  aga in  i d e n t i f y  
t i m e  and board/community expectat ions a s  t h e  major b a r r i e r s  
i n  being a  t r a n s f  ormational leader  c i t i n g  phi losophica l  
d i f f e r e n c e s  between t h e  superintendent and board, community 
e x p e c t a t i o n s ,  and p o l i t i c s .  Descriptions such as  " r e s i s t a n c e  
t o  change and s e l f  -made exper t s  l i v i n g  i n  t h e  50 ' s , " 
" emphasis on management t a sks ,  " and "cooperation from school 
employees, board members, and community" d e p i c t  a  s i t u a t i o n  
t h a t  w i l l  b e  d i f f i c u l t  t o  overcome i n  performing 
t r ans fo rmat iona l  leadersh ip  given t h e  p o l i t i c a l  n a t u r e  of 
t h e  superintendency where appeasement of t h e  pub l i c  is  
va lued .  
This  d i s p a r i t y  between what superintendents  perce ive  a s  
e f f e c t i v e  l eade r sh ip  and board and community expecta t ions  
accounts  f o r  an emphasis on managerial r o l e s  a s  
superintendents  attempt t o  p lease  boards and communities. 
Moreover, females may meet g r e a t e r  r e s i s t ance  o r  f a i l  t o  be 
h i r e d  a s  superintendents ,  given t h e  d i v e r s i t y  i n  t h e i r  
leadersh ip  r o l e  performance, i f  ex te rna l  expectat ions f a i l  
t o  acknowledge t h e  need f o r  a  broad array of l eade r sh ip  
r o l e s  beyond management s k i l l s .  Thus, t he re  i s  an important 
impl ica t ion  f o r  boards and communities when cons ider ing  the  
recrui tment  of super in tendents .  Females may be  more 
a t t r a c t e d  t o  pos i t ions  where t h e r e  i s  (a) a  good match 
between the  d i s t r i c t  needs and t h e  candidate 's  s k i l l s ,  ( b )  a 
v i s iona ry ,  proac t ive  board, ( c  ) an encouragement of r i s k  
t ak ing ,  and ( d )  a  s t a b l e  f i n a n c i a l  p i c tu re  ( S h a r a t t  & 
Derrington, 1993) which t h i s  s tudy  i d e n t i f i e s  a s  most 
c l o s e l y  matching feminine leadersh ip  s t y l e s .  
The f indings  of t h i s  s tudy support t h e  research  of 
o the r s  t h a t  feminine l eade r sh ip  s t y l e s  of v is ion ,  team 
bu i ld ing ,  and shared l eade r sh ip  (Helgesen, 19 9 0 ; Shakeshaf t , 
1 9 8 7 )  w i l l  be an important component i n  providing a model 
f o r  t ransformational  l eade r sh ip  (Sergiovanni, 1 9 9  2 ) i n  the  
superintendency. Hope f o r  br inging the  ac tua l  r o l e  
performance c l o s e r  t o  t ransformat ional  leadership rests i n  
t h e  desc r ip t ions  of perceived need f o r  profess ional  
development i n  t h e  superintendency. Male and female 
superintendents  recognize the  need f o r  more t r a i n i n g  a s  a  
t r ans f  ormational l eade r  by c i t i n g  s t r a t e g i c  planninq,  
autonomv and  i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  communication 
s k i l l s ,  consensus b u i l d i n q ,  c o n f l i c t  r e s o l u t i o n ,  d e l e q a t i o n ,  
r i s k  t a k i n q ,  and networkinq impor tan t  f o r  p r o f e s s i o n a l  
development .  
A s  s u p e r i n t e n d e n t s  engage i n  t h e s e  i d e n t i f i e d  
p r o f e s s i o n a l  development o p p o r t u n i t i e s ,  t h e  c h a r a c t e r i s t i c s  
a n d  s k i l l s  t h a t  women and men a c q u i r e  and  p o s s e s s ,  and t h e  
d e g r e e  t o  which t h e y  consc ious ly  o r  through t h e i r  a c t i o n s  
pe r fo rm  a s  a supe r in t enden t ,  w i l l  a f f e c t  board  a n d  community 
p e r c e p t i o n s  of l e a d e r s h i p  change. This  would s u g g e s t  t h a t  
t h e  h i s t o r i c a l  dominance of men wi th in  p u b l i c  e d u c a t i o n  
a d m i n i s t r a t i o n ,  i n  p a r t i c u l a r  i n  t h e  supe r in t endency ,  has 
l e d  t o  a f u s i o n  of t r a d i t i o n a l  management assumpt ions  and 
r u l e s  which makes t h e  super in tendency i n  i t s e l f  somewhat 
a l i e n  t o  many women (and some men t o o ) .  A s  a r e s u l t ,  t h e  
d a t a  of t h i s  s t udy  s u g g e s t  t h a t  t h e  b a s i c  problem of under- 
r e p r e s e n t a t i o n  of women i n  t h e  super in tendency  h a s  less t o  
d o  with t h e  b a r r i e r s  and o b s t a c l e s  f o r  women t o  get 
manage r i a l  jobs than  w i th  t h e  p r e s t r u c t u r i n g  of management 
a n d  o r g a n i z a t i o n  by t r a d i t i o n a l  r o l e s  o f  s o c i e t y .  
Recommendations 
T h i s  s t u d y  e s t a b l i s h e s  a  framework t h a t  can b e  used t o  
enhance  t h e  l e a d e r s h i p  development of t h e  super in tendency .  
S p e c i f i c  recommendations a r e  provided below: 
1. P r o f e s s i o n a l  development programs f o r  p r a c t i c i n g  
s u p e r i n t e n d e n t s  should concen t r a t e  on t r a i n i n g  a c t i v i t i e s  
t h a t  enhance  s k i l l s  of s t r a t e s i c  p l ann inq ,  autonomy/ 
i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  budqe t / f inance ,  communication, 
consensus  b u i l d i n q ,  c o n f l i c t  r e s o l u t i o n ,  and p u b l i c  
r e l a t i o n s .  S k i l l s  of  technoloqy w i l l  h e l p  s u p e r i n t e n d e n t s  
access in format ion  q u i c k l y  as  w e l l  as p rov id ing  a network 
sy s t em f o r  suppo r t  as r o l e s  change. S imu la t i ons ,  
i n t e r n s h i p s ,  and f i e l d  exper iences  shou ld  stress r e s e a r c h  
a n d  s k i l l  development i n  t h e s e  a r e a s  f o r  s u p e r i n t e n d e n t  
p r e p a r a t i o n  programs. 
2 .  Fu tu r e  r e s ea r ch  might i n c l u d e  board a n d / o r  
community p e r c e p t i o n s  of t h e  r o l e s  of t h e  super in tendency .  
I n s i g h t s  i n t o  e l i m i n a t i n g  b a r r i e r s  t h a t  t r a n s f o r m a t i o n a l  
l e a d e r s  expe r i ence  may be gleaned.  
3 .  A broader  sample size might  be used t o  o b t a i n  
p e r c e p t i o n s  of super in tenden t s  i n  a l l  states i f  f u r t h e r  
n a t i o n a l  s t u d i e s  a r e  conducted. 
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Appendix 
SUPERINTENDENT LEADERSHIP SURVEY 
A p r i l  15 ,  1995  
Dear Colleague : 
As a  r e s u l t  of r ecen t  r e p o r t s  on the cond i t i on  of pub l i c  educa t ion  and 
s choo l  t r ans fo rma t ion ,  school l eadersh ip  has come under i n c r e a s i n g l y  
c l o s e  s c r u t i n y .  Several  of t h e  repor t s  have i d e n t i f i e d  t h e  
supe r in t enden t  a s  an important f ac to r .  Limited r e sea rch ,  however, has 
been done t o  i d e n t i f y  the c h a r a c t e r i s t i c s  of t he  changing r o l e s  of 
supe r in t enden t  performances. 
This r e s e a r c h  e f f o r t ,  i n  cooperat ion w i th  t he  American Assoc i a t i on  of 
School  Adminis t ra tors  (AASA) , i s  designed t o  a s s e s s  pe rcep t ions  of 
p r a c t i c i n g  K - 1 2  super in tendents  across  t he  na t i on  r e l a t i n g  t o  the  
e lements  o f  l e a d e r s h i p  r o l e s .  Results may be used t o  de s ign  s t a f f  
development programs f o r  school super intendents  and provide in format ion  
t o  i n s t i t u t i o n s  prepar ing men and women f o r  t he  super in tendency .  
You a r e  i n v i t e d  t o  p a r t i c i p a t e  i n  t h i s  important r e s e a r c h  s tudy .  I f  you 
choose t o  p a r t i c i p a t e ,  you w i l l  be completing an open-ended survey.  This 
su rvey  has  been developed t o  a l low you t o  respond i n  your own words. You 
a r e  f r e e  t o  answer t h e  ques t ions  i n  t h e i r  e n t i r e t y ,  p a r t i a l l y ,  o r  n o t  a t  
a l l .  I n  a d d i t i o n ,  I am reques t ing  a  job d e s c r i p t i o n  of your  p o s i t i o n  a s  
supe r in t enden t ,  i f  a v a i l a b l e .  Risks a r e  considered minimal i n  t h i s  type 
of r e s e a r c h .  There a r e  no r i s k s  whatsoever t o  your employment s t a t u s  
whether  o r  not you choose t o  p a r t i c i p a t e .  Since your i n p u t  i s  important  
t o  t h i s  r e sea rch ,  I hope t h a t  you w i l l  p a r t i c i p a t e .  
I d e n t i t i e s  and c o n f i d e n t i a l i t y  of ind iv idua l  responses  w i l l  be p ro t ec t ed  
th roughout  the s tudy.  Surveys have been coded t o  a l l o w  fo l lowup to  non- 
r e sponden t s .  I f  you wish t o  receive t he  r e s u l t s  o f  t h e  s t u d y ,  p l e a s e  
i n d i c a t e  your d e s i r e  on the  enclosed pos tcard  which may be mailed 
s e p a r a t e l y .  
I f  you have ques t i ons ,  p lease  c a l l  me a t  515-444-3269 (w) or  
515-444-7420 ( h ) .  Thank you f o r  your t ime and a s s i s t a n c e .  
S i n c e r e l y ,  
Cynthia  Martinek 
1 4 1 2  Be1 Ci ty  Lane 
Belmond, Iowa 50421  
Doctoral  Student 
Drake Un ive r s i t y  
Res Moines, Iowa 
Demographicat Data 
Please complete the fo11owIng to the best of your knowledge by checking 
or providing a wrltten response: 
In what state is your district located? 
Enrollment size bfyour district: 
- 25 ,OW or more 
- 1,000 to 1,999 
- 10,000 to 24.999 - 600 to 999 
- 5,000 to 9,999 - 300 to 599 
-- 3,000 to 4,999 - 299 and less 
- 2,000 to 2,999 
Number of schooXs in your district: 
- f 8 to 24 - 
12 to 23 
S a d e  span  of students i n x e  
PreK- 12 - 
vpe of district: 
urban 
- 
-- suburban 
rural 
Age: 
Sex: 
- male 
- 
fe~nale  
I-Iighest educational level: 
6 to 11 
3 to 5 
2 and less 
district: 
9- 12 
other 
V 
- Master's degree 
Su~er in tendent ' s  Certification (6th year program) 
-- 
~dhcational Specialist 
-- E'hhD. or 1Ed.D. 
Are you or have you been in the milltaw: 
yes. If yes. how many years? 
no 
Years of administrative experience: 
In present district as superintendent 
In other districts as superintendent 
Assis tant  superintendent 
Principal 
Other 
Years of classroom teaching experfence: 
Average number of hours/week on the job: 
SUPERINTENDENT LEADERSHIP SURVEY 
Instructions 
The followlag questions have been designed to gain your perceptions about 
leadership roles of the superintendency. A "role" is defined as the shared 
expectation of how an individual team member should behave. Please 
answer the questions in as much detail as you fee1 necessary to give a 
clear picture of your perceptions. 
1. Bdef ly  describe u p  to 10 roles you perform most often as superintendent. 
2. Rank in order from # 1 (high) to #5 (low) the 5 roles from Question 1 you 
consider most Fmportant to the successful performance of your fob and 
brfeflv describe whv they are important. In addition. indicate a n  
approximate percent% of t ime you spend in performfng the role. 
ROLE PERCENTAGE OF TIME 
3. Of the roles you listed in Question 1, identify the top 5 roles you want to 
perform in rank order from # 1  (high) to #5 (low). 
4. What. if anything, prevents you from performing the roles you want to 
perform? 
5. Briefly describe the roles of an effective, successful superintendent. 
6. What. if anything, prevents you from performing the roles described in 
question 57 
7. Briefly describe two performance areas most critical for professional 
development in the superintendency and state why they are critical. 
Please submit a copy of the job description of your position as 
superintendent, if available. 
